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ABSTRACT
How Exemplary Female Superintendents in Orange, Riverside, San Bernardino, and San
Diego Counties in Southern California Lead From the Heart
by Jeanine Cowdell-Wulfenstein
Purpose: The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties in
Southern California lead from the heart using the four principles of Mark C. Crowley’s
work, by demonstrating how they build a highly engaged team, connect on a personal
level, maximize employee potential, and value and honor achievement within their
organizations.
Methodology: This phenomenological study explored and identified the lived experience
of eight California public school superintendents in Orange, Riverside, San Bernardino,
and San Diego counties in Southern California. Study participants were selected for
interview participation based on specific criteria and the recommendation of
superintendents. The interview data were recorded, transcribed, analyzed, and coded for
themes.
Findings: Exemplary female superintendents lead from the heart to produce
extraordinary results by: helping people understand how their contribution aligns with the
core value of the organization; personally knowing and investing in their people;
communicating messages of care and concern; dedicating time for connection;
demonstrating authenticity and share vulnerabilities; focus on personal effectiveness in
making a difference in the organization; and utilizing public recognition, program
duplication, an award nominations to value and honor achievement.
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Conclusions: This study concluded that to achieve extraordinary results, female
superintendents must support people by helping them to understand how their
contribution aligns to the core values of the organization. They must also personally
know and invest in the people within their organizations and communicate messages of
care and concern. To achieve extraordinary results, time must be dedicated for personal
interactions and connections. Female superintendents must demonstrate authenticity and
share vulnerabilities to achieve extraordinary results. It is also crucial for female
superintendents to promote personal employee effectiveness in making a difference
within their organization. Lastly, female superintendents who lead from the heart must
make a commitment to recognizing and celebrating the success of employees through
public recognition strategies, program duplication, and award nominations to achieve
exemplary results.
Recommendations: Further research is recommended on the lived experience of
exemplary male superintendents in leading from the heart as compared to their female
counterparts.
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PREFACE
Upon consideration and discussions regarding the opportunity to study Mark
Crowley’s (2011) leadership from the heart strategies of exemplary leaders, 14
researchers with the collaboration of five faculty advisors, from education to corporate
America, organized to form this thematic study. The thematic is driven by a shared
passion to explore the ways exemplary leaders lead from the heart to achieve
extraordinary results.
The framework for this phenomenological research study, was designed using
Mark Crowley’s (2011) four principles: building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements.
Each peer researcher studied a different population of leaders and identified a sample of
exemplary leaders through criterion based purposeful sampling from various public, forprofit, and nonprofit organizations to interview. To ensure consistency and reliability
throughout the thematic, the team of 14 peer researchers worked in collaboration to
construct the purpose statement, research questions, definitions of terms, interview
questions and research study protocols.
Throughout the study, the term peer researchers is used in reference to the 14
researchers in the thematic. The following is the complete list of the doctoral candidates,
along with their chosen population in this research study, hereafter referred to as peer
researchers: Giovanna Arzaga, Charter Executive Directors; Aimee Barnard, Special
Education Administrators; Kelly Castillo, Elementary Principals; Joshua Chohaan,
Elementary Title 1 Principals in Sacramento County; Jeyan Danesh, Secondary
Principals, Christina Foster, Middle School Principals; Martha (Stephanie) Herrera,

xv

Nonprofit Women Leaders with focus on Domestic Violence/Sexual abuse; Teresa
Hubbard, Primary Principals in Southern California; Randa Jad-Moussa, Learning and
Development Leaders in Corporate Organizations; Angela Love, Community College
Chief Human Resource Officers; Elizabeth Medina, Hispanic Entrepreneur Women;
Aries Sanders, Leaders of Remote Sales/Marketing Employees; Jeanine Wulfenstein,
Female Superintendents, and Sepideh Yeoh, K-12 Superintendents in Southern
California.
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CHAPTER I: INTRODUCTION
The world is in a rapid and constant state of change. In nature, adaptation to
change determines survival and is the driving force for evolution (Friedman &
Mandelbaum, 2012). According to Howard Gardner (2008), “In the interconnected world
in which the vast majority of human beings now live, it is not enough to state what each
individual or group needs to survive on its own turf.” (p. 2). We must all work together
as the world demands us to work in novel capacities which were once simply optional.
(Gardner, 2008). Evolution is rapidly occurring as a result of globalization, technological
innovation, economic interdependency, politics, and inequity gaps in opportunity
converging in new and novel ways. According to Friedman and Mandelbaum (2012),
America’s future and the future of the world is dependent on the way we address our
challenges. With the interdependency of the United States with the rest of the world, the
road map for the future is dependent on how we collectively respond. (Friedman &
Mandelbaum, 2012). Thus, these convergent forces are, and will be, the change drivers
for leaders in the 21st century and beyond.
Current challenges in leadership as a result of the global pandemic of 2019 will be
important for consideration in supporting leaders into the future. A growing emphasis on
the importance of diversity, equity, and inclusion along with the impact of the COVID-19
pandemic has changed the landscape for the leaders of today. According to Thomas et al.
(2021), while the representation of women in corporate America has improved, progress
has been variable and women in the workforce are burned out more than their male
counterparts. As the interconnectedness of our world continues to expand, it is more
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important than ever to consider the needs of a diverse workforce and provide support
with successful leadership strategies.
More than ever, it is paramount that leaders within organizations evolve in novel
ways to make connections in the increasingly interconnected world. According to John
C. Maxwell (2010), “when we learn to turn our focus from ourselves to others, the whole
world opens up to us” (p. 35). Therefore, as globalization increases, leaders must look
outside of themselves and look to focus on serving the needs of others from various
backgrounds.
Globalization has been rapid. According to Friedman and Mandelbaum (2012),
“The essence of globalization is the free movement of people, goods, services, and capital
across national borders. It expanded dramatically because of the remarkable economic
success of the free-market economies of the West” (p. 19). As a result, the United States
now faces new challenges from other nations because of the integration of computing,
and improved remote communication platforms (Friedman & Mandelbaum, 2012). Thus,
as a nation, the United States must reinvent and re-evaluate leadership practices through
the lens of globalization.
The onset of globalization and technological innovation outsourced for production
has led to greater global economic interdependency. According to Peter F. Drucker
(1999),
Business- and increasingly many other institutions as well can no longer define
their scope in terms of national economies and national boundaries. They have to
define their scope in terms of industries and services. But at the same time,
political boundaries are not going to go away. (p. 63)
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Thus, political climate is still influential and determinant in terms of the interactions of
globalization. With the existing global parameters and political boundaries, it is more
important than ever for individuals within business sectors and industries to connect on a
personal level. According to John C. Maxwell (2010), “when people possess the ability
to connect, it makes a huge difference in what they are able to accomplish” (p. 8). As a
result, accomplishments in various industry sectors depends on a leader’s ability to form
connections with those they serve and the products they produce.
With competition from globalization Simon Sinek (2009), stated, “People don’t
buy what you do, they buy why you do it” (p. 41). Plenty of companies are able to
effectively manufacture technologically innovative goods. However, the rationale or
purpose for technological innovation has become increasingly important (Sinek, 2009).
People want to connect to a cause. They want to be part of something bigger. Great
leaders in all industry sectors must inspire people into action (Sinek, 2009).
With globalization and an ultimate need for leaders who inspire, we need leaders
with a variety of perspectives and experiences. Deborah L. Rhode (2016) stated,
Women are now a majority of the most well-educated Americans, and a growing
share of the talent available for leadership. Organizations that lack a culture of
equal opportunity are less able to attract, retain, and motivate the most qualified
individuals. (p. 3)
Inequities in opportunity have also become increasingly apparent and urgent with the
onset of globalization as multiple perspectives and approaches have become increasingly
necessary. It is important that companies prioritize investment in equality for all aspects
of diversity, inclusion, and equity to achieve progress (Thomas et al., 2021).
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Even though women make up just over 50% of the population, women make up
less than 50 percent of upper-level executives in the workplace (Chisholm-Burns, Spivey,
Hagemann, & Josephson, 2017). A lack of female leadership in the upper levels of
management also exists in the field of education. The opportunities for females to serve
in leadership positions in the field of education are fewer (Groger & Brunner, 2005).
Even though 72% of educators are female, females only make up approximately 22% of
school district superintendents nationwide (Domenech, 2012; Glass, 2000; Kowalski,
McCord, Peterson, Young, & Ellerson, 2011; Skrla, 1999; Walker & Woehr, 2014).
Employee morale, commitment, and retention decrease when obstacles to women’s
success increase (Rhode, 2016). Unfortunately, women’s careers and overall company
performance are detrimentally impacted by the lack of female representation in
management (Graham, Belliveau, & Hotchkiss, 2017). According to Simon Sinek (2009),
individuals who love their work are more productive, creative, inspired and make for
stronger companies and economies. Thus, increasing employee morale, employee
commitment and employee retention by supporting women’s success, is vital to a more
productive, creative, and inspired workplaces in a variety of fields, including education.
Overall, on a national level the global interdependency has led to an increased
need for organizations to adapt to the changing landscape and embrace multiple
approaches and perspectives. Thus, the role of leaders in supporting individuals with
change within their organizations is paramount. Brene Brown (2018) stated, “Rather than
spending a reasonable amount of time proactively acknowledging and addressing the
fears and feelings that show up during change and upheaval, we spend an unreasonable
amount of time managing problematic behaviors” (p. 8). Thus, as the world continues to
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change, we must evolve our leadership strategies to more effectively support the variety
of individuals of all genders in leading the change process.
Background
The World is in a Constant State of Change
The world is in a constant and rapid state of change due to globalization, new
technologies, global economic influence, political influences, and opportunity inequities
(Friedman & Mandelbaum, 2012). In addressing this constant state of change,
organizations that can engage and retain employees will be positioned to effectively adapt
and evolve. Research by Floyd (2015) showed that the engagement practices aligned
with retention. Floyd (2015) stated, for workers in the millennial generation working in
the information technology (IT) sector in the Southwestern United States, the highest
rated engagement practice was found to be “working for an organization that values
professional growth and continuous learning” (p. 121). Floyd (2015) also found that
having opportunities to work with a mentor was beneficial for increasing engagement and
retention for workers in the IT sector.
Supporting employees with professional growth, continuous learning and
mentorships places an emphasis on the need for leaders who can effectively support
human connections in the workplace. Unfortunately, many leadership practices of the
past have not prioritized the human connection necessary to support individuals and
organizations with rapid change. According to the work of Mark C. Crowley (2011),
“Traditional leadership has not evolved and is failing record numbers of people (who)
hate their jobs and are effectively disengaged at work.” (p. 10). Simon Sinek (2009)
stated,

5

Studies show that over 80% of Americans do not have their dream job. If more
knew how to build organizations that inspire, we could live in a world in which
the statistic was the reverse- a world in which over 80% of people loved their
jobs. (p. 7)
Thus, addressing the lack of work engagement and job satisfaction are paramount to the
future of leadership.
A leadership vacuum continues to exist in business, government, politics, religion,
education, and nonprofits where there is a misaligned notion of what comprises a leader
(George & Sims, 2007). A common belief is that there is a single type of leader, or a
series of prescribed characteristics make up a high-quality leader (George & Sims, 2007).
According to George and Sims (2007), “leadership scholars have conducted more than
one thousand studies in the attempt to determine the definitive leadership styles,
characteristics, or personality traits of great leaders. None of these studies has produced a
clear profile of the ideal leader” (p. xxvi). To effectively build trust as a leader, leaders
must be genuine and authentic to who they are as individuals (George & Sims, 2007).
Thus, the individuality and personality of the leader is important to making connections
with the people they serve.
To be inspired in their work, people need connection. Part of connecting is
learning to effectively communicate. According to John Maxwell (2010), the most
effective people and leaders connect with others and let them know that they care about
them. Maxwell (2010) stated, “I believe that almost everything we become and all that
we accomplish in life are a result of our interaction with others” (p. 19). With the
expansion of globalization, effective communication has become more important than
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ever. Thus, there is a distinctive need for continued evolution in leadership practices to
support more effective communication to form connections with individuals within an
organization.
Leaders in K-12 education must continue to evolve their strategies for
communication as the educational landscape continues to change. With the changing
demands of society coupled with educational reforms and increased accountability,
school superintendents are tasked with supporting transformational change. Thus, there
is a need for school superintendents to utilize effective communication strategies to lead
those they serve in their organization. With female superintendents underrepresented in
the field of education, it is paramount that gender be considered in the effective use of
communication and leadership practices.
This review of existing literature explores and explains various leadership theories
and focuses on leadership support of individual and organizational evolution.
Examination of existing leadership theories and strategies builds an understanding of the
role of the leader in transformational change within an organization to achieve
extraordinary results. As demand increases for greater workforce diversity, it is also
important to consider how leadership styles impact the success of leaders and followers
from a variety of backgrounds. Specifically, more information is needed on the
leadership styles of female leaders in successfully leading transformational organizational
change.
Theoretical Foundation
Transformational leadership. Since organizations today need transformational
leadership to inspire others to achieve extraordinary results within their organizations.
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Transformational leadership is the process of achieving extraordinary outcomes through
the inspiration and support of others (Bass & Avolio, 1993). Leaders of the
transformational change process steer their organization toward a new vision (Bass &
Avolio, 1993). In the process of transformation, human understanding shifts and results
in modification of the way organizations and the organization’s employees see the world
(Poutiantine, 2009). As a result, transformational leaders are necessary to support the
growth of organizations as they navigate and support individuals within the organization
through new understandings and the overall change process.
In leading transformational change, a leader must understand that process is
nonlinear, messy and the end result may remain to be determined. According to
Anderson and Ackerman-Anderson (2010),
A key feature of transformation is that the specifics of the new state are unknown
when the change process begins. They emerge as a product of the change effort
itself. This makes a transformational change process very unpredictable,
uncomfortable, and often messy. (p. 10)
Thus, a leader of transformational change must be able to actively and skillfully adapt as
the transformation occurs in order to navigate the transformation to a desired state
(Anderson & Ackerman-Anderson, 2010).
The impact of transformational change on the individuals within an organization
must also be addressed. In the workplace, leaders must focus on engaging their followers
by interacting with them to support transformational change (Barrett, 2006).
Transformation requires a focus on deeper internal human interactions which span
beyond simple behavioral change or skill improvement. Stakeholders must be engaged,
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to a great extent, throughout the change process (Anderson & Ackerman-Anderson,
2010). Leaders of transformational change set higher expectations and regularly achieve
superior performance from those they lead (Bass & Riggio, 2006). Transformational
leaders inspire change within their organizations. Unless the people within the
organization want to change, change cannot happen (Poutiantine, 2009). Thus,
transformational leaders are focused on both the internal connections within the
organization, and the external connections needed to be globally relevant and
competitive.
Exemplary leadership. Exemplary leaders are transformational leaders who
effectively support individuals and organizations through growth and change. Kouzes
and Pozner (2011) discovered through their research, that effective leaders exhibit five
core practices when they are at their personal best. The five core practices of exemplary
leaders include: Modeling the way, inspiring a shared vision, challenging the process,
enabling others to act, and encouraging the heart (Kouzes & Pozner, 2011). Effective
exemplary leaders model the way by establishing pathways for success by creating
standards of excellence, setting an example for others to follow, and creating pathways
for those they serve (Kouzes & Pozner, 2011). Exemplary leaders envision the future and
enlist others (Kouzes & Pozner, 2011). Exemplary leaders challenge the process by
looking for ways to innovate and take and support risks (Kouzes & Pozner, 2011).
Leaders who are exemplary, according to Kouzes and Pozner (2011) also build spirited
teams which foster collaboration and the active involvement of others. Finally,
exemplary leaders also encourage the heart by recognizing individual contributions and
celebrating individual accomplishments (Kouzes & Pozner, 2011). Overall, support,
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vision, collaboration, personal connections, and strong relationships drive exemplary
leadership.
Making personal connections and emotional intelligence is foundational to
exemplary leadership. Research conducted by Herbst and Maree (2008), concluded that
evidence existed to support the relationship between the effectiveness of a leader, and
thinking style and emotional intelligence. Overall, transformational leadership behaviors
may be impacted by facets of brain dominance and emotional intelligence (Herbst &
Maree, 2008). The degree that high performing individuals exhibit emotional control and
emotional intelligence influences an individual’s transformational leadership capabilities.
Leaders must pay attention to what enhances their sense of life, purpose and meaning
(Senge, Scharmer, & Winslow, 2013). In doing so, leaders need to pay close attention to
the impact of their own thoughts and actions on the whole organization (Senge et al.,
2013). Thus, leaders must examine their own way of thinking and how their thinking
may impact others within their organization as well as their organization as a whole.
Emotional intelligence. Emotional intelligence has emerged as a theory that is
critical to exemplary leadership and transformational change. It is important for leaders
to transform themselves to successfully lead organizational transformations (Anderson &
Ackerman-Anderson, 2010). Thus, transformational leadership is personal to the leader
and must be viewed from a personal and individualized lens. Research on the topic
showed that a high level of emotional intelligence in a leader supports behaving as a
transformational leader (Alhamami, Wan Ismail, Kamarudin, & Abdullah, 2020).
Organizations seeking transformation must seek skilled individuals who work as a
community to support change. It is the community that supports a company’s adaptation
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when the company faces significant environmental changes (Senge et al., 2013). The role
of the leader in creating the capacity of community is important. This idea was also
supported with previous research by Schlechter and Strauss (2008) who said, for effective
leadership and the dynamics of a team, there is a positive relationship between an
individual’s commitment and trust in their team and the transformational leadership and
emotional intelligence of the team’s leader. Thus, leadership effectiveness is vital to
overall team performance.
Servant leadership. Servant leaders put the needs of those they serve above all
else. In servant leadership, the servant leader’s needs are set aside to better serve and
meet the needs of others (Daft, 2002). The emphasis for the servant leader is on the
needs of others. According to prominent work on servant leadership by Robert
Greenleaf, servant leadership is a recent theory of leadership that makes the argument
that the most effective leaders are servants of those they serve (Greenleaf, 2021). Servant
leadership is not about the leader solely directing or controlling the organization or the
individuals who comprise it (Greenleaf, 2002). According to Ken Melrose (1995), “you
lead best by serving the needs of your people. You don’t do their jobs for them; you
enable them to learn and progress on the job. You multiply strengths as you empower and
trust” (p. 6). Therefore, servant leaders prioritize connections with those they serve and
empower others through service. Servant leaders get results for their organization first
through service and then conscious choice brings the leader’s aspiration to lead
(Greenleaf, 2021).
Conversational leadership. Conversational leaders focus on the power of
conversations to move from power over others to power with others (Glaser, 2016).
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Conversations are powerful and drive the direction leaders need others to go to achieve
transformational change. The work of Groysberg and Slind (2012a) recognized the role
of organizational conversations between individuals as a source of power within
organizations. Groysberg and Slind (2012a) identified four primary principles of
conversational leadership which include the role of intimacy, interactivity, inclusion, and
intentionality in supporting high levels of employee engagement within an organization.
According to Glaser (2016), conversations “evolve and impact the way we connect,
engage, interact, and influence others, enabling us to shape reality, mind sets, events, and
outcomes in a collaborative way” (p. 2). Thus, the power of conversation must be
utilized by leaders to connect with others, build trust, and to bridge the communication
gap between how different individuals see things (Glaser, 2016). Thus, exemplary
leadership includes communication via powerful conversations.
Theoretical Framework
Leading from the heart. A significant volume of research exists on the
importance of personal connections in leadership. Understanding the underlying theories
of leadership and the need for human connection is important in understanding heartbased leadership and Crowley’s (2011) theoretical framework for leading from the heart.
According to the work of Mark C. Crowley (2011), personal tailoring is required
to build employee engagement. It is the responsibility of leaders to identify what each
worker values and utilize their individualized and unique talents. As a result, a focus on
each individual, personal connections, and relationships is foundational to highly
effective leadership. Kouzes and Posner (2011) also support the idea of the heart being
fundamental to accomplishing extraordinary results within an organization. According to
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Kouzes and Posner’s (2011) five practices of exemplary leadership, one of the five
practices specifically recognizes the role of the heart in recognizing the contributions of
individuals, rewarding their efforts, and celebrating their accomplishments to keep hope
and determination alive within the organization. Leadership that embodies safety,
connection, understanding, appreciation, and value, reaches people at a deep level and
inspires greatness (Crowley, 2011). Employees want to work for a boss who empowers
them, has earned their trust, genuinely cares about them, and supports them with
opportunities to grow and develop in their abilities (Crowley, 2011).
Leading from the heart benefits both employers and employees. Companies
experience greater financial outcomes when employees have a sense of being cared for
and are happy (Crowley, 2011). Leaders should make people feel like they are heroes
(Kouzes, & Posner, 2011). Leadership often ignores the needs of employees in working
toward meaning and purpose (Crowley, 2011). To truly inspire worker engagement,
employees don’t need perks, they need leaders who are authentic and supportive
(Crowley, 2011). The foundation for this study is Crowley’s (2011) framework for four
heart-based leadership characteristics which include team engagement, personal
connection, maximizing employee potential, and valuing and honoring achievement.
Team engagement. Connections and shared purpose are pivotal to building a
highly engaged team. When individuals are connected to each other and working toward
a shared goal or purpose, job, and life satisfaction increase. When people are engaged
with their heart to the organization they work harder and are able to make greater
contributions (Crowley, 2011). One strategy for increasing employee engagement and
boosting organizational performance is aligning the employees’ interests with the goals
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of the manager (Rees, Alfes, & Gatenby, 2013). An organization and its leaders must be
thoughtful and purposeful in building highly engaged teams built with individuals who
will put their heart into their work (Crowley, 2011).
Healthy organizations, and transformational leaders think in terms of learning
communities where people honestly discuss real problems, seek support, and grow as
individuals as they actively help and support each other. This leads to a nurtured shared
commitment and naturally formed relationships centered on respect and mutuality
(Senge, Lichtenstein, & Kaeufer, 2007). Thus, team engagement is foundational to the
success of both the individual and the organization.
Personal connection. Exemplary leadership involves personal connections and
relationships (Crowley, 2011). A review of published literature in these four areas reveal
that the most successful altruistic leaders embody trust and respect toward their
constituents, compassionately listens, and are motivated to help followers develop their
own understanding through critical thinking and shared leadership development
(Antonioni, 2003). Part of building a highly engaged team is supporting individuals in
delving deeper into their own motivation by contributing to meaningful and purposeful
work (Rabinowitz, 2016). Hence, personal connection and meaningful contribution are
paramount to an individual’s personal satisfaction and overall success in the workplace
and in life.
Individuals in the workplace need to feel connected to their leaders on a personal
level. Despite leadership theories in the past emphasizing disconnection between
leadership and employees, to inspire an employee’s highest achievement, a leader must
make a personal connection with employees (Crowley, 2011). In organizations for
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learning there is room for generative conversations and movement toward action
(Kofman et al., 1993). Use of language is a means to connect, invent and work together.
When people talk and communicate about what is in their heart and make connections,
their dialog creates common understanding and connects them at a deeper level which
allows them to align themselves to have the power and creativity to invent new realities
in conversation and bring these realities to fruition (Kofman & Senge, 1993).
Maximizing employee potential. Every employee has a differing array of skills
upon which a leader must build. Effective transformational leaders maximize the
potential of employees in the workplace and build on employee strengths. The notion of
‘abundance mentality’ or the idea that the number of people who can be successful is not
limited, allows room for everyone to have the ability to grow, thrive, achieve, and give of
themselves as a leader which in turn inspires others to also give more to the collective
good (Covey, 1997).
Part of maximizing employee potential is supporting people with psychological
safety. According to Kahn (1990), psychological safety is being able to display their true
self without concern of consequence regarding career, self-image, or status. When
individuals are without fear of consequence, they are better able to perform in the
workplace and build on their strengths (Edmondson, 1999). Leaders must create a safe
environment for individuals to be their true selves to maximize employee potential.
Valuing and honoring achievement. Feeling respected and valued for
individual successes and achievements supports long term psychological commitment of
employees in the workplace. When employees are reassured and emboldened, they are
encouraged (Crowley, 2011). It is encouragement that supports individuals in attempting
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new approaches and pushing forward through challenging tasks (Crowley, 2011).
According to Crowley (2011), “Words and actions of encouragement breathe life into the
hopes and dreams of people and express the leader’s belief that they have the power to
accomplish whatever they desire to have in front of them” (p. 131). Job satisfaction is
central to an overall sense of individual achievement. A significant relationship exists
between organizational culture and job satisfaction and that a healthy organizational
culture where achievement is recognized and valued, has a significantly positive effect on
job satisfaction of employees (Chang and Lee, 2007). An overall organizational culture
of valuing and honoring achievement is vital to exemplary leadership practice.
Gender and Leading From the Heart
How the gender of the leader impacts relationships and personal connections
remains unclear. Even though women make up just over 50% of the population, women
make up less than 50% of upper-level executives in the workplace (Chisholm-Burns et
al., 2017). Unfortunately, women’s careers and overall company performance are
detrimentally impacted by the lack of female representation in management (Graham et
al., 2017). Of the current female leaders considered exemplary in their field, the degree
to which they value, possess, and exhibit heart-based leadership characteristics remains
unknown. There is a correlation between increased emotional intelligence and an
increase in rating scores for female transformational leaders ‘transformational leadership
skills (Mukhuty, 2013). Higher levels of emotional intelligence are a predictor of
increased transformational leadership through change (Mukhuty, 2013). Thus, despite
being underrepresented in upper-level management positions, female leaders have been
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shown to have increased emotional intelligence in support of heart-based
transformational leadership.
Significant research exists on the tenets of heart-based leadership. However, very
little research exists on the role gender may play in how exemplary heart-based leaders in
K-12 education produce exceptional results within their organization. Thus, a gap in the
research exits between principles of heart-based leadership, including the four principles
of Crowley’s (2011) work as it relates to female superintendents in the world of K-12
education. The role of gender in workplace leadership and heart-based leadership
practices remains an area for further future study.
Statement of the Research Problem
With rapid change in the world, leaders must evolve their leadership practices to
support individuals and organizations with transformational change. According to
Friedman and Mandelbaum (2012), “the essence of globalization is the free movement of
people, goods, services, and capital across national borders. Globalization expanded
dramatically because of the remarkable economic success of the free-market economies
of the West” (p. 19). Today, due to more widespread and reliable Internet access, the
limits of geography no longer limit our interactions (Godin, 2008). This means that
existing teams in organizations larger, and more frequent in number than ever before
(Godin, 2008). This also means that globalization has expanded our traditional definition
and boundaries of a team and our interactions with those within and outside of our
immediate organizations. As a result, leadership structure is increasingly non-linear. We
are now part of a global network of information. Communication between leaders and
employees that is one-way and top-down is no longer useful or realistic (Groysberg &
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Slind, 2012a). As part of a vast and rapidly changing web of communication, the way
leaders personally communicate and support individuals within their organizations is
more important than ever.
In the literature, it is well established that a leader’s ability to make personal
connections within their organization is increasingly important. Leaders’ ability to
change as an individual and implement practices that recognize and support the emerging
needs of the individuals they supervise is paramount (Crowley, 2011). According to
Kouzes and Posner (2003), exemplary leaders get extraordinary results by modeling the
way for others, inspiring a shared vision, challenging the process, enabling others to act,
and encouraging the heart. Stephen R. Covey (1997) exerts that, “true greatness will be
achieved through the abundant mind that works selflessly- with mutual respect, for
mutual benefit” (p. 18). Kegan and Lahey (2001) stated that, “we all do better at work if
we regularly have the experience that what we do matters, that it is valuable, and that our
presence makes a difference to others” (p. 92). It is the non-perk gestures that are the
most impactful (Crowley, 2011). It is not monetary or perk gestures that impact people
the most (Crowley, 2011). According to Crowley (2011), “consistent and sincere efforts
which make people feel safe, connected, understood, appreciated, and significant affect
people at their core and draw out greatness” (p. 35). As a result, despite being part of an
ever-expanding network of community, human beings’ value selfless leadership, being
valued for their individual contributions, and flourish as a result. Recognition of the role
of individuality and relationships to the success of the greater organization is paramount.
Even though females may be less prevalent in education administration, female
school administrators on average, outperformed men. The quality of student learning and
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teacher performance was higher in schools led by female administrators (Porat, 2010).
As a result, the impact of female leadership in educational organizations is important to
the future of K-12 education.
It is also well known that historically, female leaders are less prevalent in upperlevel management as compared to males. Research on equity in educational
administration shows that gender, more than age, experience, background, or competence
play a role in determining the leadership positions assigned to an individual in education
(Whitaker & Lane, 1990). According to Luba Chliwniak (1997), the gender gap may
impede potential institutional improvements.
What remains unknown is what heart-based strategies exemplary female
superintendents utilize to achieve exceptional results within their organizations. More
specifically, how do exemplary female superintendents utilize heart-based leadership
practices to build a highly engaged team, connecting on a personal, level, maximizing
employee engagement, and valuing and honoring achievement within their organizations.
To inform future generations of female leaders in the educational field, a closer
examination of female leadership practices in these areas is necessary to understand the
approach of exemplary female superintendents in successfully leading their
organizations.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
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maximize employee potential, and value and honor achievement within their
organizations.
Research Questions
1. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties build a highly engaged team?
2. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties connect on a personal level?
3. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties maximize employee potential?
4. How do exemplary female superintendents in Orange, Riverside, San Bernardino
and San Diego counties value and honor achievement?
Significance of the Problem
The process of global change has accelerated in the past 20 years. According to
Anderson and Ackerman-Anderson (2010),
Over the past twenty years, technology and other marketplace drivers have
radically altered the very nature of change. Whereas change was once a contained
transactional event (and easier to manage), it is now more open-ended, radical,
complex, personal, and continuous. (p. 2)
According to Howard Gardner (2008), “We live at a time of vast changes- changes
seemingly so epochal that they may well dwarf those experienced in earlier eras” (p. 11).
As the world changes, the way we think about, and approach change also needs to
transform. We are experiencing change related problems because leaders do not
understand transformational change or how to lead it (Gardner, 2008).
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The changes in the world require new educational forms and processes (Gardner,
2008). According to Gardner (2008), “The minds of learners must be fashioned and
stretched in five ways that have not been crucial – or not as crucial-until now” (p. 11).
Therefore, education must evolve to stretch the minds of learners to recognize and
embrace the skills needed in the new world (Gardner, 2008). Synthesis, discipline,
creativity, respect, and ethical responsibility are all skills our educational system must
embrace (Gardner, 2008).
Legislative educational reforms such as the Common Core Standards and Every
Student Succeeds Act have pushed schools toward transformational change in the way
school districts approach instructional leadership and student learning to align with
necessary future skills. Superintendents are increasingly being viewed as central to
managing districts and leading efforts to implement new policy (Lars, Browne-Ferrigno,
& Kowalski, 2014). They are also tasked with supporting staff and students with the
interpersonal skills to be successful in an evolving world. Thus, the role of the
superintendent in leading transformational change is more important than ever.
Data shows that in the United States, male superintendents outnumber female
superintendents even though women largely outnumber men as classroom instructors
(Grogan & Brenner, 2005). In fact, in 2011, 24.1% of superintendents in the United
States were female (Kowalski et al., 2011). While the number of female superintendents
is slowly increasing, there is still a vast gap between men and women in serving as
superintendent. Gender inequities exist in educational leadership and is an issue that can
no longer be ignored (Sanchez & Thornton, 2010).
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To balance gender representation in superintendent roles, it is important that
aspiring female leaders learn from successful female superintendents in the field. Little
research exists on the approach successful female superintendents take to produce results.
Additional research that describes how female superintendents use heart-based leadership
strategies in building a highly engaged team, connecting on a personal level, maximizing
employee potential, and valuing and honoring achievement is critical. Adding insights
and strategies current female superintendents use within their organizations will
contribute to the existing body of research and provide a scaffold for future generations
of female leaders.
This research study described how exemplary female superintendents in Orange,
Riverside, San Bernardino, and San Diego counties lead from the heart as described by
the work of Mark C. Crowley (2011) within their organizations. This study adds to the
limited research on how female superintendents utilize Crowley’s heart-based practices
within their organizations. Superintendent leadership associations and females seeking
superintendent positions stand to benefit from this research. The data collected and
presented serve to inform superintendents’ professional practice and ultimately improve
school leadership which can influence student learning outcomes.
Definitions
Clear definition of terms utilized throughout a study decreases the likelihood of
variant meanings. According to Patton and Newhart (2018), “Redefining a variable in
terms of concrete or physical steps is called operationalizing a variable.” (p. 81). When
the researcher does this, they create an operational definition to constrain it. (Patten &
Newhart, 2018). The operational definitions below correspond to this research study:
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Building Highly Engaged Team. Using strategies that help people become
enthusiastically invested in and dedicated to work they believe is significant, meaningful,
and challenging, where relationships are built on emotional connection and shared vision,
and where values and commitment are based on personal strengths and interests aligned
with organizational goals.
Caring Leadership. Caring leadership is showing kindness, empathy, and
understanding that builds relationships that bring people together around a common goal.
Caring Leaders demonstrate warmth, genuine interest in people and treat others with
mutual acceptance and respect (Kautz, 2013; Maxwell, 2013; Tomkins & Simpson,
2015).
Connecting on a Personal Level. Seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love.
Exemplary. An individual set apart from peers in a superior manner suitable for
use as an example to model behavior, principles, or intensions (Goodwin, Piazza, &
Rozin, 2014).
Extraordinary Results. Extraordinary results are defined as those that are
remarkable, surprising, exceptional and go beyond what is usually expected. (O’Reilly &
Pfeffer, 2000)
Maximizing Employee Potential. Igniting emotional drivers by promoting
human well-being while proactively strengthening, teaching, and building people toward
high achievement.
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Valuing and Honoring Achievements. Praising, acknowledging, recognizing,
and appreciating positive accomplishments as an expression of care through monetary
and/or nonmonetary rewards, which may lead to increased job satisfaction.
Delimitations
The delimitations for this study included eight exemplary female superintendents
currently serving in Southern California in the following four counties: Orange,
Riverside, San Bernardino, and San Diego. Study participants were superintendents
serving in a district for 2 or more years, demonstrated personal connections and care for
people, and met at least two of the following criteria:
•

Peer recognition

•

Recommendation by one or more recognized regional executive leaders

•

Member in a professional association in their field

•

Published or presented at conferences articles, papers, or written materials.
Organization of the Study
This study consists of five chapters along with a comprehensive list of references

and supporting appendices. Chapter I is comprised of the study background, research
problem, purpose statement, research questions, definitions, and study delimitations.
Chapter II consists of an in-depth review of the literature which includes the theoretical
foundations and the framework for this study. This includes the role of gender in leading
from the heart. The study methodology is described in Chapter III. The study
methodology incudes the target population, sample, instrumentation, data collection, and
data analysis. Chapter IV describes the research, data collection, and analysis of research
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findings. Chapter V, the final chapter, describes the major findings, conclusions,
implications for action, and recommendations for further research.
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CHAPTER II: REVIEW OF THE LITERATURE
Overview
The leaders of today are tasked with evolving to support those they lead in new
and novel ways. At the heart of leadership is self-awareness and self-love that
determines who the leader is and how the leader leads (Brown, 2018). Leaders who are
considered great, can inspire people to act and give those they lead a sense of purpose or
belonging (Sinek, 2009). Even though different leaderships styles have emerged over
time, traditional leadership has not evolved since the beginning of the industrial age
(Crowley, 2011). According to Crowley (2011), “Never in the modern experience have
our workers been so miserable, disengaged and under-performing against their full
potential. More than half of all workers in the U.S. hate their jobs” (p. xv). Gallup
(2019) found that, “Globally, 85% of employees are either not engaged or are actively
disengaged at work” (p. 6). Research from Rees et al. (2013) stated that in the current
economic landscape, work effort, job strain, and stress create challenges for employers
seeking to improve the engagement levels of employees within their organization.
During the throes of the pandemic, Gallup (2019) found that employee well-being and
engagement became disconnected from each other, especially for those working
remotely. In essence, working from home during COVID presented additional negative
emotions such as stress, worry, and isolation that affected leaders as intensely, if not
more than their employees (Wigert et al., 2021). As a result, it is vital that the leaders of
today seek to inspire, engage, and support those they serve by measuring and caring
about their own well-being as well as the well-being of their team to effectively manage
performance, whether working in-person or remotely.
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To achieve exemplary results, it is imperative that leaders utilize innovative and
novel strategies to move their organization forward and support individuals within their
organization to feel a sense of accomplishment. In their book, Influencer, Patterson et al.
(2013) detailed how harnessing the intrinsic desire to do what is right is powerful and
leads to a sense of accomplishment associated with the result of their actions. Leaders,
such as school superintendents, who serve as the chief executive officer (CEO) of their
organization, are responsible for leading those they serve toward a common vision. In
leading large groups within an organization, leaders need to hone their skills in working
with teams, navigating the political landscape, and supporting effective communication
(Anderson & Ackerman-Anderson, 2010; Harvey & Drolet, 2004, White et al., 2007).
White et al. (2007) stated, “The politically intelligent leader is one who uses a moral
compass to lead the organization in the right direction while considering the wants,
needs, values, motivations, and emotions of followers and stakeholders” (p. 3). Current
and future leaders require distinct interpersonal skills to inspire and support those they
serve within their organizations in achieving and feeling a sense of accomplishment in
their work.
Research shows that individuals have grown unhappy in their work as they yearn
for more characteristics of the heart which includes care, concern, and connection in the
workplace (Crowley, 2011). Crowley (2011) stated, “Workers want to feel valued and
appreciated for the work they do” (p. xv). Daniel Pink (2009) concluded that the key to
high performance and achievement is not based on reward and/or punishment; it is based
on the desire to be stewards of our own lives, to build on our abilities, and to live a life
based on a broader purpose. Through investment in learning and problem solving,
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passion and the necessary skills to do the work are developed and lead to life fulfillment
(Grant, 2021). Leading a purposeful, self-guided, connected life is paramount to overall
individual happiness. Leaders who lead from the heart by building a highly engaged
team, connecting on a personal level, maximizing employee potential, and valuing and
honoring achievement support individuals in connecting to a purpose beyond themselves
(Crowley, 2011).
Superintendents leading today’s schools, are required to have a wide variety of
skills to support student achievement and achieve district-wide goals. Shifting
educational laws and mandates along with demands for increased student achievement
requires today’s superintendents to continue to evolve in best leadership practices to
galvanize stakeholders to attain this goal (Chingos, Whitehurst, & Lindquist, 2014).
While both genders serving in the superintendency must continue to evolve to support
change, there is a need to focus on the evolution of female superintendents, due to their
historical underrepresentation in the field on both national and state levels.
This chapter explores the existing literature regarding a shift in leadership toward
exemplary leaders focused on serving and meeting the needs of individuals within the
organization. This review of existing literature focuses on various leadership, human
behavioral, and team theories leading to heart based transformational leadership
producing exemplary results within K-12 educational organizations. The review
concludes with current research to support how female superintendents lead from the
heart to become exemplars in their field.
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Leadership Theory
Various leadership theories exist in support of best leadership practices. This
review of the literature will examine foundational leadership theories, as well as the
leadership framework that is the subject of this study: How exemplary leaders lead from
the heart by building a highly engaged team, connecting on a personal level, maximizing
employee potential, and valuing and honoring achievement. Current research on the
foundational theories of transformational leadership, emotional intelligence, effective
leadership, servant leadership, and conversational leadership are explored in the
following section.
Transformational Leadership
Leaders who were able to lead transformative change within their organization
can be found throughout history. For example, Dr. Martin Luther King, inspired a
country to change for the good of everyone (Sinek, 2009). This was transformative.
Steve Jobs and Steve Wozniak were also transformational leaders in starting the personal
computing movement by challenging conventional thinking at the time (Sinek, 2009).
What makes these leaders different and stand out from other leaders has been the subject
of various research studies. Distinct leadership traits and commonalities of historical
transformative leaders who have had the ability to inspire people to act at precisely the
right time have been the subject of countless research studies.
Leading during a time of great global growth, interdependence and uncertainty
has led to unexpected leadership challenges. According to Pearson (2012), these
challenges require the skills and innovation of transformational leaders to skillfully
address change facilitation, simplification, determination, and preparation within
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organizations. To release situational and employee potential, transformational leaders are
needed to identify and welcome positive possibilities in innovation (Pearson, 2012).
Transformational leaders inspire individuals they lead to perform at high levels
often above what was originally intended or believed to be possible. Leaders of
transformational change achieve higher performance by setting increased expectations
(Bass & Reggio, 2006). The transformational leader expects high performance and
supports the individuals they serve in achieving at high levels.
The lens of the transformational leader must be focused both internally and
externally. According to Poutiantine (2009), the transformational leader focuses on the
internal processes within an organization by guiding the process of reflection regarding
existing operations and engages in change efforts focused on the elimination of what is
no longer needed and preservation of what remains relevant as the organizations evolves.
When the people in the organization desire change, change happens (Poutiatine, 2009).
Thus, transformational leaders must inspire change internally within their organization.
Transformational leaders must also stay focused on the external, larger world view to
support their organization with perspective regarding the impact organizational changes
may have on a broader scale (Bass & Reggio, 2006). As a result, transformational
leaders with the skills to be adaptable and open-minded are vital to leading successful
organizations into the future.
Transformational leadership can be broken down into primary principles based on
existing research in this area. Since transformational leaders achieve extraordinary
outcomes through inspiration and support of others, it is important the leader remains
focused on the intended outcomes for the change. According to Bass and Avolio (1993),
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the transformational leader navigates the organization to be in alignment with a new
vision. The desired new vision for organizational transformation must remain the focus
for all aspects of change within the organization. Anderson and Ackerman-Anderson
(2010) stated, “Change leaders must help transform organizational, team and relational
systems and culture, as well as individual mindset and behavior to succeed” (p. 81).
Thus, it is both on a macro-organizational and micro-human level that the
transformational leader must examine and navigate the organization toward change.
Emotional Intelligence
An emotionally intelligent leader has unique skills to support transformation of
individual mindsets. According to Ackerman and Ackerman-Anderson (2010),
knowledge of the change process and knowledge of people are skills transformational
leaders possess to support bottom-up leadership. Leaders who inspire trust, possess selfawareness, and are adept at navigating people through change have high levels of
emotional intelligence. Leaders proficient in emotional intelligence are more apt to
effectively lead transformational change.
According to Bradberry and Greaves (2009), “Emotional intelligence is your
ability to recognize and understand emotions in yourself and others, and your ability to
use this awareness to manage your behavior and relationships” (p.17). The strongest
predictor of leadership and personal excellence is emotional intelligence (Bradberry &
Greaves, 2009). Emotional intelligence can also be a predictor for positive performance
in the workplace (Bradberry & Greaves, 2009). In past instances, there has been a
general belief that leadership skills are specific personality traits that cannot be learned.
However, emotional intelligence can be taught and developed over time (Mukhuty,
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2013). Thus, it is important for organizations to cultivate and elevate the emotional
intelligence skills of superintendents to lead transformational change.
Emotional intelligence has been disaggregated into different domains by several
researchers. Bradberry and Greaves (2009) framework breaks emotional intelligence into
four categories: self-awareness, self-management, social awareness, and social
management. Similarly, the work of Goleman, Boyatzis, and McKee (2013) described
the impact of emotional intelligence on individuals in both their personal and work life
through self-awareness, self-management, social awareness, and relationship
management. Research shows that emotional intelligence can be developed and learned
over time (Mukhuty, 2013). This addition to the body of research in emotional
intelligence has provided a nexus for effective relationship management skills in leading
and motivating others toward a common vision (Goleman et al., 2013). Based on the
research of Goleman et al. (2013), the four categories of emotional intelligence skills:
self-awareness, self-management, social awareness, and relationship management can be
found in leaders of transformational change.
The degree to which a leader can self-determine their emotional intelligence or
emotional competence is limited. According to a study conducted by Wang et al. (2016),
when it comes to self-assessment of transformational leadership abilities, leaders with
self-assessment rating scores that agreed with those of their subordinates in their
transformational leadership abilities also agreed with subordinates in ratings of their
social and emotional abilities. However, leaders who rated themselves higher than their
subordinates in their own transformational leadership skills were also more inclined to
overestimate their social and emotional abilities when compared to ratings by their
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subordinates (Wang et al., 2016). An accurate gauge of emotional intelligence is
important in determining a leaders’ potential and ability to lead transformational change.
Thus, a leader must continually seek feedback and two-way communication from
members within their organization to continue to grow in this area.
Effective Leadership
According to Kouzes and Posner (2011), there are five core practices that
effective leaders exhibit which include modeling the way, inspiring a shared vision,
challenging the process, enabling others to act, and encouraging the heart. Effective
leaders exhibit these practices while building a legacy within their organization (Kouzes
& Posner, 2006). Leaders who focus on what their legacy will be, are more reflective in
their decision making, encouraging other’s contributions to their legacy, and inspiring
greater success (Kouzes & Posner, 2006).
Significance, relationships, aspirations, and courage are four major themes
emerging from Kouzes and Posner’s (2006) work. By searching for meaning in life,
leaders find significance in their work. Through sacrifice for the benefit of others’
achievement, effective leaders find significance and satisfaction in their work (Kouzes &
Posner, 2006). When others achieve peak performance, leaders serve as a guide and
mentor to boost others to even higher levels of success (Kouzes & Posner, 2006).
Leaders with exemplary skills value significance where all members of the team are held
in high regard, valued, and celebrated (Kouzes & Posner, 2006).
Effective leaders also value relationships. Kouzes and Posner (2006) purported
that personal relationships are the best relationships where leaders show personal interest
in others. By building up others around them they are increasing the effectiveness of
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others and building capacity for shared leadership. Part of a leader nurturing
relationships is building trust and seeking to understand alternative perspectives and
supporting others in accomplishing their goals (Kouzes & Posner, 2006).
Aspirations of effective leaders include a clear mission and vision for others to
follow (Kouzes & Posner, 2006). Effective leaders take into consideration the vision of
others which might differ from their own, and acknowledge that, depending on
circumstance, the vision of others may prove more effective over time (Kouzes & Posner,
2006). The most effective leaders aspire to build the capacity and capability of others to
lead (Kouzes & Posner, 2006). Effective leaders not only set a clear mission and vision
for followers, but they consider the input of others to build leadership capacity over time
across the organization.
Finally, courage is also a vital component of effective leadership described by
Kouzes and Posner (2006). Courage involves risk and exhibiting courage is a choice.
Effective leaders choose to take calculated risks and accept responsibility when things
don’t go well. The ability of a leader to determine the best course for an organization
moving forward toward a shared vision, recognize challenges and obstacles, admit
failure, and move forward past the challenges leads to respect for the leader within an
organization (Kouzes & Posner, 2006).
Servant Leadership
A servant leader is a leader who prioritizes the needs of their followers above
their own personal needs. Servant leadership involves humility in leadership aligned
with action-driven behavior (Sousa & van Dierendonck, 2017). The servant leader better
serves others and meets their needs by putting aside his or her own needs (Daft, 2002).
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Much of the seminal work in servant leadership was conducted by Robert Greenleaf who
introduced leadership aligned with humility in the form of a leader’s service to others
(Greenleaf, 2002). Much of the current work in advancing the awareness, practice, and
understanding of servant leadership was built upon the foundation laid by Robert
Greenleaf, who founded The Greenleaf Center for Servant Leadership (Greenleaf, 2021).
Leadership skills along with humility and ultimate service to others should be in sync and
complement each other (Sousa & van Dierendonck, 2017).
According to the servant leadership work of Peter Economy (2015), there are five
common practices of servant leaders. These practices are
Every person within the organization has value, deserves civility, trust, and
respect; when inspired by a purpose bigger than themselves, people accomplish
more; service to others must be clarified and reinforced within the organization;
leaders need to listen intently and closely, observe those they serve and serve as
selfless mentors; leaders demonstrate persistence, and hold others accountable for
their commitments in a loving way. (p. 1)
Thus, servant leaders possess common leadership behavioral characteristics.
By contrast, the work of Jim Heskett (2013) suggested that servant leadership is
unrealistic, and that leadership was more important than service within organizations.
Heskett’s (2013) work cited competing leadership trends, and the lack of leaders who
have the qualities and priority of service which makes servant leadership a challenging
theory to practice. However, further research from Sousa and Dierendonck (2017)
determined that humility combined with action were most effective for employee
engagement when the leaders at higher ranks withing the organization exhibited those

35

characteristics. The highest level of employee engagement occurs when an organization
employs leaders with servant leadership characteristics throughout all levels of the
organization.
Conversational Leadership
The needed structures for effective organizational communication have changed
over time with the onset of globalization, new technologies and shifts in overall
communication methods such as email, text message and video conference.
Conversational leadership practices are built upon the notion that conversations are
central to the effective flow of information within an organization. The more time
leaders spend in face-to-face honest conversations, the less time leaders spend problem
solving and providing clarification (Berson & Stieglitz, 2013). According to the work of
Groysberg and Slind (2012b), today’s effective leaders, are less likely to utilize a topdown commanding communication approach and more likely to engage employees in
more intimate person-to-person conversations. Conversational leaders who display
humanistic characteristics are genuine leaders (Gambetti & Biraghi, 2015). Based on
Groysberg and Slind’s (2012b) research, “Smart leaders today, we have found, engage
with employees in a way that resembles an ordinary person-to-person conversation more
than it does a series of commands on high” (p. 78). This approach allows larger
companies to maintain some of the beneficial communication functions of smaller startup
companies such as flexibility in operations, increased employee engagement, and
strategic alignment (Groysberg & Slind, 2012b).
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Figure 1 shows the four elements of organizational conversation which includes
intimacy, interactivity, inclusion, and intentionality that align with Groysberg and Slind’s
(2012b) essential attributes of interpersonal conversation. It is the interpersonal
interactions that give an organization a less corporate and more casual feel, allows for
more listening from leaders, and builds trust with employees. Within an organization, if
there are limited or no interpersonal interactions, there is limited intimacy. If there is no
intimacy, there is no trust (Groysberg & Slind, 2012b). Trust must be earned by
authentic, straightforward personalized interactions (Groysberg & Slind, 2012b). Rather
than closed and directive, conversations in the workplace need to be interactive open and
fluid (Groysberg & Slind, 2012b). Inclusion of employee’s ideas as content providers,
allows employees to be part of the process which leads to increased employee
engagement in their work (Groysberg & Slind, 2012b). Finally, conversational
intentionality is also important. According to Groysberg and Slind (2012b),
intentionality brings closure to the conversational process when strategic principles are
explained, and the vision and logic are explained as part of the decision-making process.
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Intimacy:
Interactivity:
How leaders relate to How leaders utilize
their employees
channels for
communication
Old Model:
Corporate
Communication
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Messages are sent to
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Use of a formal
corporate tone

Communication via
print newsletters,
memos, and
speeches

Inclusion:
Intentionality:
How leaders develop How leaders
content for the
disseminate strategy
organization
Top leaders’ control Communication is
and create the
reactive and
messaging
disjointed
Employees are
consumers of
information

Organizational
Communication
Personal and direct Employees are talked Leader’s control over
communication is
with not at by leaders a measure of content
utilized
is relinquished
The culture of the
Trust and authenticity organization
Active participation
are valued by leaders encourages back-and by employees
forth, face-to-face
in organizational
interaction.
messaging

Assertion is used by
leaders to achieve
alignment to
strategies

New Model:

All communication is
informed by a clear
agenda.
The agenda is
carefully explained to
employees by the
leader
Cross-organizational
conversation yields
strategy

Figure 1. Groysberg and Slind’s elements of organizational conversation. Note: Adapted
from Groysberg & Slind’s (2012b) Elements of Organizational Conversation (p. 83).
The effectiveness of conversational leadership spans across various industries.
Research by Brogan-Baranski (2018) found that exemplary elementary school district
superintendents used conversational leadership within their organization by building
trusting, intimate relationships through honest communication and listening. They foster
a culture of open, nonjudgmental two-way communication and listening. They involve
stakeholders through questioning and the development of common organizational
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messaging; and developing and maintaining clarity of organizational goals and through
consistent messaging. Similarly, a study of the conversational leadership behaviors
exemplary municipal police chiefs and sheriffs utilize to lead their organizations by Plair
(2018), found that leaders must build a comfortable environment for conversations in
order to provide an intimate, trusting environment; commit to two-way dialog and
exchange of ideas; commit to inclusion and the sharing of ideas through conversations to
create empowerment with stakeholders in the organization; and ensure clear goals and
direction by focusing on communication methods to support clarity and purpose.
Exemplary leaders in various industries regularly use the four elements of intimacy,
interactivity, inclusion, and intentionality based on Groysberg and Slind’s (2012b)
conversational leadership.
Leader Communication
Opportunities to connect with others is fundamental to human existence. Humans
are dependent on each other (Over, 2016). The desire to belong to a group is powerful,
foundational, and supports motivation (Baumeister & Leary, 1995). Leaders of
organizations can harness the momentum from the human need for connection by
creating structures that allow individuals within an organization to connect, interact and
share ideas.
The way individuals effectively interact and communicate is important to
organizational success. Deborah J. Barrett (2006) stated, “Good communication skills
enable, foster, and create the understanding and trust necessary to encourage others
to follow a leader. Without effective communication, a manager accomplishes little.
Without effective communication, a manager is not an effective leader” (p. 386). Berson
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and Stieglitz (2013) found that great leaders spend more time in up-front face-to-face
conversations and in turn save time having to clarify objectives and solve problems later.
Leader communication is central to the success a leader can achieve within an
organization. The effectiveness of a leader’s communication is dependent on the leader
understanding themself and understanding what interests, inspires and persuades the
intended outcomes (Barrett, 2006). The emotional understanding of self and others is a
leader’s emotional intelligence. It is paramount that leaders handle impromptu crucial
conversations within their organization in a way that builds trust and respect and models
constructive behaviors (Berson & Stieglitz, 2013). Thus, the leader is a source of
inspiration and example for those they lead.
Team Theory
Team dynamics and performance are foundational to organizational success and
transformational leadership (Harvey & Drolet, 2004). The work of Katzenbach and
Smith (1999) defines a team based on specific conditions which includes diverse and
complimentary skills, commitment to each other, and work toward common goals where
they hold each other accountable. Berson and Stieglitz stated that, “Teamwork is
essential for success…when teamwork is missing, then silos compete for resources, and
consensus takes a backseat to the struggle for power and control” (p. 104). As a result,
the functions of a team are important for leaders to consider and support.
According to the work of Harvey and Drolet (2004), successful teams require
people, money, facilities, time, and energy. Effective leaders, according to their model,
maximize the presence of these five tenets through knowledge and prioritization with
their teams (Harvey & Drolet, 2004). To maximize team performance and the effort of
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individuals within the organization, a leader should develop strategies for supporting
individuals through conflicts (Harvey & Drolet, 2004). Five key conflicts were defined
by Harvey and Drolet (2004) which include value, tangible, interpersonal, boundary, and
perceptual conflicts. Each of these varying types of conflicts requires unique strategies
and approaches to address the conflict with the team.
Future organizations must focus more on being team-based with teams integrated
throughout the work environment (Katzenbach & Smith, 1999). For organizations to
reach high performance levels, employees must cultivate open communications and share
knowledge, inspire their work force, and cultivate a skill-based foundation for
competitive advantage (Katzenbach & Smith, 1999). Overall, Katzenbach and Smith
(1994) determined that when management increased their focus on improving team
processes, the teams performed at the highest performance levels.
Theoretical Framework: Heart Based Leadership
Leading From the Heart
The theoretical framework for leading from the heart seeks to explain how the
heart, not the mind, drives human performance and achievement (Crowley, 2011). Vogt
(2005) stated that one of the primary moral tasks of the present day is to determine how
to structure work and the workplace to support human flourishing. People desire
meaning and purpose from the work they do (Gallup, 2019). Gallup (2019) stated that,
People are looking for more than just a paycheck. They want purpose and
meaning from their work. They want to be known for what makes them unique.
And they want relationships, particularly with a manager who can coach them to
the next level. (p. 3)
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According to Crowley (2011), “It is the heart, and not the mind, that drives human
achievement; gestures that positively affect the heart naturally and reflexively inspire
people to perform” (p. xvi). Thus, according to Crowley (2011), the hearts of individuals
within an organization are best served through team engagement, personal connection,
maximizing employee potential, and valuing and honoring achievement.
Team engagement. Team engagement is important to individuals being
intrinsically connected within and organization. Building a highly engaged team is using
strategies that help people become enthusiastically invested in and dedicated to work they
believe is significant, meaningful, and challenging, where relationships are built on
emotional connection and shared vision, and where values and commitment are based on
personal strengths and interests aligned with organizational goals (Crowley, 2011;
George & Stevenson, 1988; Rees et al., 2013; Senge et al., 2007). Godin (2008) stated,
“Human beings can’t help it: We need to belong. One of the most powerful of our
survival mechanisms is to be part of a tribe, to contribute (and take from) a group of likeminded people” (p. 3). Teams are fundamental to the human need for belonging.
Along with the need to connect and belong to a larger group, another fundamental
human need is to feel as though their individual contributions matter. Motivational
make-up and outcomes that relate to significant work engagement have been studied by
various sources. Leaders of teams have a responsibility to recognize and celebrate one
another and our victories within the team, no matter the size (Brown, 2018). Goals set by
engaged employees and the strategies they use to achieve their goals are significant to an
individual’s enthusiastic investment in their work. Leaders should be mindful about the
goals set by individuals on the teams they lead. According to a study by Van Beek, Taris,
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Schaufeli, and Brenninkmeijer (2013), employees who have a promotion focus are more
likely to be positively engaged in their work. They also found that employee engagement
is linked to positive work outcomes (Van Beek et al., 2013). Organizations can focus
employees on engagement by providing role models in management, positive language
and feedback, and rewards (Van Beek, et al., 2013). Van Beek et al. (2013) stated that
language should focus on a positive future such as hopes, aspirations, and wishes for the
future focused on what it takes for promotion within the organization. The results of the
Van Beek et al. (2013) study went on to state that reward systems based on positive work
performance is likely to stimulate a focus on promotion which in turn, increases
employee investment in their work.
Enthusiastic investment in an employee’s work is also related to the amount of
work autonomy they are afforded. According to a study by van Tuin, Schaufeli, van
Rhenen, and Kuiper (2020), “Higher levels of autonomy satisfaction are said to lead to
higher levels of psychological well-being and motivation” (p. 1). Engaging individuals in
the co-creation and implementation of leadership practices through a spirit of
collaboration and continuous improvement is vital to employee engagement (van Tuin et
al., 2020).
Work investment as defined by Schaufeli, Salanova, and Gonzalez-roma (2002)
is, “A positive, fulfilling, work-related state of mind that is characterized by vigor,
dedication and absorption” (p. 74). As a result, highly engaged employees embrace hard
work, work involvement and dedication, and immerse themselves in their work (Taris et
al., 2015). The more involved an employee is in all aspects of their work, the more
enthusiastically invested they are.
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According to Bakker and Schaufeli (2008), an employee’s positive psychological
state can be correlated to their work performance, job satisfaction and their commitment
to their work. The supportive work climate is related to an employee’s job satisfaction
and commitment. Employees must feel as though they are invested in the success of the
company and their performance at a high standard which extends beyond the job
requirements is impacting the success of the company (Bakker & Schaufeli, 2008). The
better the performance of their team, the higher the level of engagement. Engaged
employees have a positive, fulfilling outlook toward their work (Bakker & Schaufeli,
2008).
Employee engagement can also be related to the trust they have in their
supervisor. According to a study conducted by Basitt (2017), when an employee trusts
their supervisor, this affords the employee with psychological safety to be able to express
themselves and infuse individuality in their job. The ability for employees to be
themselves, was found to satisfy the need for psychological safety and this
socioemotional benefit led to an obligation for the employee to give back to their
organization through increased job engagement (Basitt, 2017).
Trust also extends to the overall functioning of a team. Lencioni (2002) stated
that trust in a team occurs when members of the team are confident that others on their
team have good intentions and that there is no reason to be guarded or timid in the
presence of the group. Being vulnerable with each other is part of being on a successful
team (Lencioni, 2002). It is important that when hiring, managers are intent to select
team members who will put their hearts into the work they are going to engage in
(Crowley, 2011). Hiring individuals with the personal strengths and characteristics
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necessary to become deeply and authentically engaged in the work is necessary for
building strong teams.
In conclusion, employees who become enthusiastically invested in their work, set
goals, have a focus on promotion and positive work outcomes, have positive role models
in management, and are emotionally connected to their team. They also work for
organizations who use positive language and feedback to focus on future aspirations,
hopes and wishes for the future. These organizations provide awards based on positive
work performance and afford individuals with autonomy which in turn increases
psychological well-being and motivation. The more involved, or engaged individuals are
in their work, the more enthusiastically invested they are. Overall, organizations can
create a positive psychological state through support, shared investment in the success of
the organization so that employees feel as though they are making an impact on the
overall success of the company. Employee trust in their supervisor creates more
psychological safety to further an individual’s engagement and enthusiastic investment.
Personal connection. Personal connections are important to satisfaction in the
workplace. According to Crowley (2011), “Leaders who make a personal connection
with employees inspire their highest achievement” (p. 79). Vogt (2005) stated that it is
important for companies and leaders to assess how businesses promote human wellbeing. Through his research, Vogt (2005) found that what makes human life distinctly
human is the ability to imagine, reason, dream, innovate, and interact socially. Social
interactions and personal connections are paramount to meeting basic human needs in the
workplace. Connecting with each other supports the overall need for belonging. To
achieve successful group functioning, there must be motivation to interact and engage
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with individuals around us (Over, 2016). The desire to belong is powerful and supports
motivation (Baumeister & Leary, 1995).
Leaders can foster social motivation in those they support by engaging with them
personally to determine their strengths and preferences. Research by Benabou and Tirole
(2002) found that developing a positive image of oneself was important for people
looking to increase their motivation. Part of developing a positive self-image in the
workplace is feeling successful and having choice in the development of things they
enjoy (Benabou & Tirole, 2002). Crowley (2011) stated that leaders should share their
intentions and vision for meeting with individuals within their organization, so they
understand the priority of connecting personally. Leaders who show empathy see and act
on behalf of others. According to Gallup (2019), managers are most successful when
they know employees as individuals, respect them, and create safe environments for
employees to explore, experiment and share ideas and support each other with their work
and personal challenges. Knowing each of the staff members within an organization is
important (Pounder, & Coleman, 2002). Research by Mertel and Brill (2015) found that
keeping employees engaged in their work was supported by discovering what motivates
them. Thus, leaders need to foster personal connections to individuals in their
organization to best support their motivation and engagement.
Showing appreciation and gratitude toward individuals on the team is crucial to a
leader’s connection on a personal level with those they serve. Brene Brown (2018)
stated, “Embodying gratitude changes everything. It is not a personal construct, it’s a
human construct – a unifying part of our existence” (p. 83). Kouzes and Posner (2006)
state that, “People perform at higher levels when they’re appreciated and encouraged.”
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(p. 174). Thus, showing appreciation and gratitude is important to higher levels of
employee performance.
Leaders who build trusting personal connections are authentic and reveal their
true selves through stories of personal experience, conversation, and showing
vulnerability. Simon Sinek (2009) stated that individuals within a community or
organization must trust their leaders to provide practical or emotional support. It is with
this support that individuals are more likely to put forth extra effort (Sinek, 2009).
Kouzes and Posner (2006) shared that as a leader,
You are what you offer your constituents . . . you’re a whole person full of
idiosyncrasies, habits, strengths, weaknesses, successes, failures, loves, hates and
all the other human traits that make up your unique character. To the extent that
you withhold any of this from your constituents you deprive them of some of your
potential to move them. (p. 53)
Thus, building trust is dependent on a leader sharing vulnerability and their authentic
self.
Two-way communication is important to building personal connections and
supportive relationships within an organization. Frequent formal and informal
communication are important to support shared commitment and understanding of
progress toward the achievement of goals and standards. This communication is two way
where input and feedback are embraced at all levels within the organization. According
to Crowley (2011), when leaders meet with employees, asking two important questions
such as “How are you doing?” and “How is your family?” prioritizes
your personal interest in the employee as a human being (p. 85). Sinek (2009) stated that
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when people within the organization feel protected, the organization becomes great. In
these organizations, a strong culture fosters a sense of belonging and trust where people
have a sense that their bosses, colleagues, and the overall organization will support their
needs (Sinek, 2009). Overall, leaders who can connect on a personal level and support
the needs of individuals within the organization will increase organizational success.
Maximizing employee potential. The potential for each employ is maximized in
organizations where human well-being is promoted, emotional drives are ignited,
individuals feel proactively strengthened, and people are being supported toward high
achievement. According to Mark Crowley (2011), “When leaders value themselves
while also valuing others, they’re fully able to create extraordinary results… their own
lights glow brighter and brighter- when they help others to grow and achieve” (p. 100).
Research conducted by McNeff and Irving (2017), found that valuing and developing
people through servant leadership practices leads to increased overall job satisfaction.
Innovation and creativity are more likely to be practiced in organizations where selfleadership is encouraged and creativity and innovation are supported (DiLiello &
Houghton, 2006). Thus, the importance of maximizing the potential for each employee is
paramount.
According to the work of Csikszentmihalyi (2003), human happiness is linked to
engaging in activities that make humans feel alive through rich, complex tasks that
challenge their abilities. Through the process, the individual becomes engrossed in their
work, can gauge progress through immediate feedback, and has a sense of control over
their time and contribution (Csikszentmihalyi, 2003). The best managers coach
the employees they serve through successes and challenges while motivating the

48

employee to push beyond what they believe they can do (Gallup, 2019). They also
facilitate mentorships and provide feedback and accountability (Gallup, 2019). Crowley
(2011) stated that, “Leaders will excel when everyone is in an ongoing process of
broadening and deepening their capabilities (p. 101).
Each individual within an organization holds specific skill sets and abilities.
Building on these skillsets and supporting personal growth to improve performance is
important to maximizing the potential of each employee. While some people have more
innate ability as compared to others, results are not always directly correlated with natural
ability (Vaughn, 2016). As a result, training and support are necessary to improve on
abilities and skills. According to E. J. Kim et al. (2020), it is important that the leader
connect organizational resources with employee’s distinct needs for motivation and
training. Crowley (2011) stated, “Teach them new skills so they can strengthen their
competency and become supremely self-confident” (p. 102). Building employees’ skill
set builds loyalty when employees feel supported in moving forward in their lives
(Crowley, 2011).
Throughout training, providing feedback through coaching is critical to the
development of new skills. Feedback following training plays a role in the transfer of
learning from the training to practical application (Burke & Hutchins, 2008). Feedback
supports motivation, development, career planning and the management of performance
(Silverman, Pogson, & Cober, 2005). It is important that employees gauge progress
toward goals through feedback (Silverman, et al., 2005). It is feedback that lets
employees gauge where they stand with skill competency (Rao, 2017). Leaders’ personal
contact with employees inspires future performance (Crowley, 2011). The process of
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coaching and developing others through feedback maximizes employee potential and
supports individuals in achieving well beyond expectations when they know that their
leader values and cares about them.
Valuing and honoring achievement. Valuing and honoring achievements within
an organization inspires the heart of individuals within an organization (Crowley, 2011).
This involves the praise, acknowledgment, recognition, and appreciation of an
individual’s efforts and accomplishments (Crowley, 2011; Dugus & Brun, 2008; Li,
Zheng, Harris, Liu, & Kirkman, 2016). Recognition is a means to motivate, highlight
accomplishment, and creates a sense of value for the work (Gallup, 2019).
How satisfied an individual is with their work and in their job is impacted by how
they perceive that their work is valued. Wong, Hui, and Law (1998) found that job
satisfaction is related to job perception. An employee’s job perception impacts an
employee’s overall intrinsic job satisfaction (Wong et al., 1998). According to research
by Henryhand (2009), rates of employee turnover, organizational commitment and
efficiency in the workplace are tied to job satisfaction. Thus, leaders who value
employees and support them in achieving satisfaction in their work, have fewer
employees leave the organization and increase overall organizational efficiency and
commitment.
Providing genuine and sincere recognition for employee accomplishment is
important for organizational leaders to recognize (Crowley, 2011). Organizations who
focus on developing skills in their employees and regularly recognize employee’s
achievements, have higher levels of employee satisfaction (McNeff, 2017). Where
leaders develop their people and accept people for their current strengths, employees are
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afforded the gift of trust and in turn, employees go on to serve the organization (Laub,
2011).
Brun and Dugas (2008) found that employee recognition can take several forms
which include personal recognition, recognition for achieving results, recognition of
effective work practice and recognition of an individual’s dedication to their job.
Recognition is a distinct form of communication between individuals in the workplace
(Dugas, 2008). Effective leaders utilize multiple sources of praise and personalize the
recognition based on employee preference to create a recognition-rich environment that
showcases why the employee’s performance is important to the organization as a whole
(Gallup, 2019). As such, recognition is fundamental to the formation of interactions and
relationships within an organization.
According to Daniel Pink (2009), “Rewarding an activity will get you more of it.
Punishing an activity will get you less of it” (p. 34). However, it is important that a
person’s intrinsic motivation not be undermined in the process (Pink, 2009). Pink
purported that to maintain positive recognitions within an organization, unexpectedly
recognize accomplishments once they are complete. This supports an individual with
continued intrinsic motivation. It is most effective to use nontangible recognitions such
as praise, positive feedback, and specific feedback that is meaningful (Pink, 2009). Thus,
feedback and nontangible recognitions for a variety of accomplishments are important in
motivating employees by making them feel valued for their achievements.
A study by Stocker et al. (2019) showed that appreciation of employees by
supervisors supported employee’s well-being regarding job satisfaction, self-efficacy,
potential job-related depressive mood, and sleep patterns. Thus, appreciation of
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employees was deemed significant as a protective resource during times of stress.
Appreciation in the form of praise and acknowledgment can serve as future support when
times are difficult. According to Long and Shields (2010), praise and acknowledgment
confirm an employee’s positive behavior after the completion of a task.
When leaders create an environment of praise, people thrive as a result
(Blanchard, Stanford, & Witt, 2014). Effective praise can be verbal or written.
According to Rao (2014), providing handwritten notes to give praise to employees can
motivate them and motivate others to demonstrate similar behaviors and performance.
Written praise is tangible and leads to personal connection (Rao, 2014). Research shows
that verbal praise is also effective and is linked to increased job satisfaction, employee
engagement and positive outcomes (Attridge, 2009; Dugas & Brun, 2008). Thus,
effective leaders use both written and verbal praise to increase positive outcomes from
those they lead.
It has been shown that effective leaders who communicate with a positive tone
and enthusiasm experience increased employee performance and their employees better
understand expectations without fear or judgment (Lee, 2020). Positive feedback and
interactions are associated with increased intrinsic motivation, productivity, and job
satisfaction (Morrell, 2011; Syptak, Marsland, & Ulmer, 1999). When employees feel
successful and capable in their work, they are more satisfied, enthusiastic, and motivated
to improve their work performance (Bandura, 1993). The way in which leaders
communicate, provide feedback, and show how they value and honor achievement is
important to the success of an organization.
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Leaders across various organizations show that they value employees and
effectively recognize accomplishments in different ways. Overall, measuring the
effectiveness of leadership styles has been the subject of many research approaches
(Hernandez, Eberly, Avolio, & Johnson, 2011). However, research on leadership style
effectiveness is still needed in specific populations of leaders in various industries. More
specifically, additional information is required to discern best leadership practices
utilized by female superintendents to mee the ever-changing demands in the field of
education.
Role of the Superintendent
In a school district, the superintendent oversees the overall business, instructional,
and political aspects of the organization. The school board hires and appoints the
superintendent or chief executive officer of a school district (Benzel & Hoover, 2015;
Brunner & Kim, 2010; Grogan, 2005). Superintendents are responsible for making
recommendations to the school board and implementing decisions on behalf of the school
board (EdSource, 2007). As leaders of the overall organization, superintendents are also
responsible for creating a positive climate and overall work environment for employees
throughout the school district. The superintendent supports all the individuals in the
organization who work directly or indirectly with students. In their role, the
superintendent is responsible for improving student achievement, policy enforcement at
the district, state and federal levels, educational program enhancement, school board
representation, and school and department management (Edwards, 2007; Spanneut &
Ayers, 2011). The relationships and interactions the superintendent has with those they
lead is important to student achievement and the overall success of the organization. In

53

their many roles, a superintendent must utilize effective communication practices as the
significance of communication has increased with the evolution of the 21st century
information-rich society (Cox & McLeod, 2014; Kowalski, 2005).
While transitioning to the 21st century, the role of the superintendent has changed
over time as the demands of society and schools have changed. The role of the
superintendent has become increasingly transformative (Callahan, 1966; Kowalski, 2005;
Peterson, Kelly, Reimer, Mosunch, & Thompson, 2009). Increasing demands of new
technologies, the push for standardized assessments and teaching practices, and the need
for increased communication for organizational stakeholders have rapidly changed the
requirements of the superintendency. Current superintendents must have the skills to
continue to grow and evolve in these areas.
Not only are superintendents responsible for being the chief executive officer of
the organization, but they are increasingly responsible for impacting and improving
overall student achievement. According to Peterson et al. (2009), although the
expectations of the superintendency may change with the needs of the community,
bettering the lives of the students they serve remains the most important part of the role
of superintendent. With the onset of local control and student accountability measures
such as the 2015 Every Student Succeeds Act (ESSA), superintendents are now required
to better understand, implement and support 21st century instruction, curriculum, and
pedagogy (Waters & Marzano, 2006). According to Waters and Marzano (2006), the
superintendent does have an impact on student achievement as it is the superintendent’s
responsibility to impact student outcomes through collaborative goal setting, holding high
non-negotiable student achievement standards, and allocating resources such as time,
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money, personnel, and materials toward the support of positive student outcomes. Thus,
superintendents must have not only the skill set to be effective leaders in a business and
political sense, but they must also have the interpersonal skills to serve as knowledgeable
instructional leaders to push forth and support curriculum and instruction initiatives. The
community a superintendent serves includes the political landscape of the school board,
local business leaders, and state and national politics.
Superintendents must serve as the liaison between multiple individuals and groups
within the district and must support the school board and community. Thus, relationships
are paramount to the superintendency. A superintendent’s overall success is dependent
on the relationship built between the superintendent and the board of education (Petersen
& Short, 2001; Rueter, 2009). The superintendent relays the nuanced needs of the
community to the school board. It is the influence of superintendents that can improve
the effectiveness of the board, increase public confidence in the work of the board, and
support expectations for effective governance through trust and improvement of board
practices (Bridges, Plancher, & Toledo, 2019).
When a superintendent understands the district’s history, traditions, values, and
beliefs they are able to shape and support an ongoing culture of open stakeholder
communication and collaboration. According to Merrill (1998), it is influence by the
superintendent that expands those who follow, and garners support for their leadership
efforts and initiatives. Thus, the influence a superintendent has on others is dependent on
the relationships established and nurtured throughout the organization by building a
highly engaged team, connecting on a personal level, maximizing employee potential and
valuing and honoring achievement.
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Female Superintendents
The role of superintendents is challenging. Superintendents require distinct skills,
specific personal characteristics, tenacity, and political know-how to successfully
navigate the superintendency and successfully lead their organization. While the required
qualities are not gender specific, there is an inequity in the number of females serving in
the superintendency as compared to males. Research from AASA, the School
Superintendents Association (2020) found that just 26.68% of United States school
superintendents were female. According to Shakeshaft (1986), the view of females
differs from that of males as females are likely to view the position of principal or
superintendent as similar to that of a master teacher or instructional educational leader,
whereas males view the job as more managerial or industrial. Females serve in fewer
leadership positions, such as the superintendency, as compared to males due to board
member biases regarding qualifications of female candidates as well as interest and
access to the superintendent career path (Winston, 2019). The perception that women
lack the strength, preparation, and experience with fiscal planning are barriers women
must overcome (Brunner & Kim, 2010; Eagly, 2007; Lemasters & Roach, 2012). With
approximately 72% of educators identifying as female, the majority of superintendent
positions are still filled by males (Domenech, 2012; Kowalski et al., 2011; Lee Dowell &
Larwin, 2013; Skrla, 1999).
Historically, women have been underrepresented in the superintendent position.
Ella Flagg Young was appointed the first female superintendent in 1909 in Chicago
(Anderson, 2000; Blount, 1998). According to Gupton and Slick (1996), the number of
female superintendents in the United States dropped to less than 1% from the 1950s to
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the 1980s. At that point, legislation was passed to prohibit gender discrimination in the
workplace. The Equal Employment Opportunity Act (EEOA) was passed in 1972 to
promote equal employment for American workers (California Department of Education,
2015). Later that same year, to prohibit gender discrimination more specifically, Title IX
was initiated (California Department of Education, 2015). This resulted in a slight
increase in female superintendents over time. By the year 2000, the number of female
superintendents grew to 14% (Gilmour & Kinsella, 2009; Glass, 2000). By 2006, the
number of female superintendents had risen to 21.7% (Kowalski et al., 2011). The most
recent data from 2020 show the number of female superintendents currently serving in
the United States stands at 26.68 of all superintendents nationwide (AASA, 2020).
Despite the passage of over 100 years since the first female superintendent stepped into
the role, and legislation designed to decrease workplace discrimination, the United States
still has inequity in gender representation in the superintendency. According to research
by Derrington and Sharratt (2009), if the rate of increase in gender equity in the
superintendency remains constant, there will not be an equal superintendent gender ratio
until around the year 2035.
Similarly, the number of females serving in the position of superintendent in the
state of California are disproportionate. Female superintendents in California made up
29% of the superintendents in the state (EdSource, 2007). While these numbers continue
to slightly improve over time there is still a long way to go regarding gender equity in the
superintendency.
With a focus on improving student achievement and new educational laws and
mandates in place to support student growth, the role of superintendent has changed over
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time (Chingos et al., 2014). These new laws and reforms have increased the level of
responsibility and pressure on superintendents to produce positive student outcomes.
School leaders themselves are increasingly being held accountable for school outcomes
(Davis et al., 2010). As a result, methods for determining the competence of district
leaders are receiving increased attention (Davis et al., 2010). Effective superintendents
align resources and initiatives to support the creation and implementation of the vision of
student achievement for all (Chingos et al., 2014; Waters & Marzano, 2006). Increased
demands and accountability to produce student outcomes, allocate resources, work
directly with the board of education, and develop and implement strategic plans may
make the superintendent position more challenging.
A closer look at the characteristics of females in education and the barriers
experienced by female superintendents is important to understanding the lack of females
serving in this position. Females bring a variety of characteristic skills and leadership
traits to the superintendency. Women’s academic preparation for the superintendency
position is more current and the number of women enrolled in graduate degree programs
exceed that of their male counterparts (Grogan & Brunner, 2005). As a result, overall,
females have more of an educational foundation to serve in the superintendency.
The leadership styles of women vary from those of men. Women’s leadership
styles in the literature are represented differently as compared to their male counterparts
(Grogan & Shakeshaft, 2011; Lemasters & Roach, 2012). It is perceived that women are
more likely than men to use transformational and/or collaborative leadership approaches
(Eagly, 2007; Eagly, Johannesen-Schmidt, & van Engen, 2003; Robinson, Shakeshaft,
Grogan, & Newcomb, 2017). On the other hand, men have been found to be more likely
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than women to utilize autocratic and task-focused leadership styles (Eagly et al., 2003).
The collaborative leadership style is also more in line with the shift toward equity, where
equity is a priority, as females have traditionally struggled with equity in the workplace
(Grogan & Shakeshaft, 2011).
Politically, female superintendents are focused on supporting their leadership
success through building relationships, coalition development, proactive engagement in
the community, inclusion, and sharing the credit for effective strategies in leadership
success (Brunner, 2000; Grogan & Shakeshaft, 2011; Robinson et al., 2017). Shared
power with stakeholders in the organization is also more likely as female leaders are
more likely to use strategies for sharing power as opposed to exerting power over others
(Brunner, 2000; Pounder & Coleman, 2002). Politically, female superintendents
approach leadership differently than their male counterparts and bring unique
characteristics to the position.
Barriers exist which prevent females from readily accessing a superintendent
position. To begin with, females are tasked with the challenge of balancing home and
work responsibilities including the traditional female roles of childcare and
responsibilities for running a household which is a barrier to a superintendency (Gupton,
2009; McGee, 2010). In addition, another barrier is the selection and hiring process for a
superintendent where stereotypes are likely to persist. According to research by
Shakeshaft (1987), males and females still viewed males as being more capable regarding
positions of leadership as compared to females. Finally, women are less likely to have a
network of female mentors. Research by Reed and Patterson (2007) found that adversity
exists in female-to-female mentoring. According to Gresham and Sampson (2019), the
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characteristics of women and the overwhelming barriers they experience are different
from men and cause challenges in accessing the superintendency. Thus, these barriers
must be acknowledged, addressed, and overcome by women who seek to become
superintendent.
Even though equal gender representation does not currently exist with regard to
the superintendency, those females who have achieved the position have much to share
with regard to the characteristics and strategies they utilize in their role. White et al.
(2007) stated that, “The politically intelligent leaders is one who uses a moral compass to
lead the organization in the right direction while considering the wants, needs, values,
motivations, and emotions of followers and stakeholders” (p. 3). These characteristics
focus on the need for a leader with strong reciprocal communication skills. Research by
Brunner (2000) determined that female superintendents tend to use collaborative power
through communication as opposed to forcing people via power. Thus, a focus on
effective communication skills and collaboration are characteristics female
superintendent bring to the position. Since the percentage of females in the role of
superintendent remains disproportionate, it is more important than ever to analyze the
viewpoints and characteristics of successful female superintendents who have secured a
superintendent position and flourished despite the challenges and odds against them
(Bjork, 2000, Fuller, 2013; Glass, 2000).
Gap in Research
A review of the literature pertaining to effective leadership practices indicates that
creating rich personal relationships within an organization leads to overall organizational
success. The research shows that heart-based connections within an organization
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involving building a strong team, personal connection, maximizing employee potential
and valuing and honoring achievement have the potential to contribute to the overall
success of an organization (Crowley, 2011). More specifically, a significant amount of
research exists on the role of the superintendent and their impact on student achievement
based on leader characteristics (Plotts & Gutmore, 2014; Simpson, 2013). It is the
characteristics of the leader that lend to personalized heart centered connections within an
organization.
Even though historically, female educators have demonstrated collaboration and
instructional leadership in the classroom, they continue to be under-represented in the
superintendency. According to Lewis (2009), historians have referenced education as
women’s natural profession for their role in the history of education. Various studies
have determined that leadership styles and qualities differ between genders (Eagly, 2013;
Paustian-Undredahl, Walker, & Woehr, 2014; Szameitat, Hamaida, Tulley, Saylik, &
Otermans, 2015). The natural qualities that make women effective instructional leaders
inside and outside of the classroom are not being realized in upper levels of school
district leadership as evidenced by a gap in gender representation. Thus, overall, despite
the propensity throughout history for female characteristics to align with the needs of the
education field, women remain underrepresented in leadership roles. Although women
hold more educational degrees and have a stronger curricular background, as a
superintendent working in the political arena, and with community and business liaisons,
women are able to put their natural heart-based leadership skills to practice.
Unfortunately, it is well documented in the literature that the role of
superintendent continues to be gender-biased (Blount, 1999; Limanovitz, 2010). Even
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though roughly 75% of educators serving in K-12 are female (Bitterman, Gray, &
Goldring, 2013; Glass, 2000; Limonovitz, 2010) only 26.68% of superintendents in the
United States are female (AASA, 2020). Unfortunately, the number of female educators
in California as compared to female superintendents is also disproportionate with only
29% of superintendents in California being female as of 2007 (EdSource, 2007). While it
is well known that the superintendent impacts overall student achievement (Harvey,
Cambron-Mccabe, Cunningham, & Koff, 2013; Jackson, 2016), it remains unknown as to
how gender may play a role in leading from the heart. Thus, it is important to understand
the specific approaches current successful female superintendents use to lead their
organizations from the heart.
There is a glaring gap in the literature regarding specific strategies and tactics
female superintendents use to lead from the heart by building a highly engaged team,
connecting on a personal level, maximizing employee potential and valuing and honoring
achievement. The majority of studies in these areas discuss the superintendents’ overall
impact on academic achievement and not the strategies they use to impact their
organization. Additional analysis and insight are needed into the heart-based leadership
strategies current female superintendents use to support their organization.
Summary
Included in this literature review was an overview of several leadership theories.
Leadership theories reviewed were transformational leadership, emotional intelligence,
effective leadership, servant leadership, and conversational leadership. Following the
leadership theories, a review of the framework for Crowley’s (2011) heart-based
leadership theory was reviewed. Crowley’s theory purports that leading from the heart
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includes the variables of team engagement, personal connection, maximizing employee
potential, and valuing and honoring employee achievement. Lastly, the larger study
population of superintendents followed more specifically by female superintendents was
addressed to align with an existing gap in research in this area. This dissertation seeks to
fill the existing gap in research for female superintendents in the Southern California
region whose strategies and approaches to leading from the heart may inform future
generations of female leaders in this field.
The chapters which follow are designed to provide content pertinent to the
specific layout and design for this study. Specifically, Chapter III provides a detailed
description of the methodology used for the study. Next, Chapter IV provides a detailed
account of the research, data collected, and resultant findings. In conclusion, Chapter V
teases out major findings, conclusions, and recommendations for further research in this
area.
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CHAPTER III: METHODOLOGY
Overview
The purpose of this study was to describe how exemplary female superintendents
in Orange, Riverside, San Bernardino, and San Diego counties in Southern California
lead from the heart, based on the work of Mark C. Crowley (2011). This study
specifically examined how these superintendents build a highly engaged team, connect on
a personal level, maximize employee potential, and value and honor achievement. A
description of the theoretical foundations and study framework, a brief overview of study
variables, existing gaps in the current research correlated with the purpose statement,
research questions, study significance, definition of variables, and study limitations was
included in Chapter 1. Chapter II presented an overview of current literature related to
this study, provided an in-depth exploration and explanation of the study’s theoretical
foundation and framework, and further expanded upon the study variables with
supporting literature. Appendix A contains a synthesis matrix of the literature reviewed
correlated with study variables.
The methodology used for this study is described in detail in Chapter III. A
phenomenological design was selected to collect data to uncover the lived experiences of
study participants (McMillan & Schumacher, 2014). Study participants for this study
included exemplary female superintendents in Orange, Riverside, San Bernardino, and
San Diego counties in Southern California. Chapter III also includes the research design,
population, selected sample, instrumentation used, study validity, reliability, data
collection processes, and data analysis. Study limitations are discussed at the conclusion
of the chapter.
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Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations.
Research Questions
1. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties build a highly engaged team?
2. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties connect on a personal level?
3. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties maximize employee potential?
4. How do exemplary female superintendents in Orange, Riverside, San Bernardino
and San Diego counties value and honor achievement?
Research Design
The researcher was part of a thematic team of 14 members who studied how
exemplary leaders use the four principles of Mark C. Crowley’s (2011) work of building
a highly engaged team, connecting on a personal level, maximizing employee potential,
and valuing and honoring achievement to achieve extraordinary results within their
organizations. Each member of the thematic team conducted research under the
supervision of a professor in the University of Massachusetts Global organizational
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leadership doctoral program. Within this context, each member of the thematic team
focused on different sample populations including, but not limited to, high school
principals, elementary principals, middle school principals, women leaders in
microbusinesses, charter school executive directors, leaders of remote sales and
marketing employees, and K-12 superintendents, who were the focus of this study. A
minimum of eight participants who met the study criteria from their designated
population were selected for each aspect of the study. Although the team collaborated
regarding the study purpose, research questions, definitions, interview questions and
research design, each study stands alone in conducted research, data collection, and data
analysis.
Both qualitative and quantitative study designs were considered for use in this
study. Quantitative methods rely on data collection through numbers or counts generated
by questionnaires, surveys, or polls (McMillian & Schumacher, 2010; Patton, 2015). By
contrast, qualitative data collection involves interviews, artifacts, and observations.
Qualitative data are more descriptive by nature and does not rely on statistical analyses.
Data collected through qualitative methods capture the lived experiences of study
participants (McMillan & Schumacher, 2014). In this study, qualitative data have been
collected and analyzed to capture the lived experiences of female superintendents and the
techniques and strategies they use to achieve extraordinary results within their
organizations. Overall, the qualitative research method was deemed most appropriate for
this study by the thematic team to afford deep analysis and understanding of study
participant’s lived experiences.
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Qualitative Research Design
This qualitative phenomenological study is designed to explore heart-based
leadership experiences of female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties in Southern California. According to McMillian and
Schumacher (2014), qualitative research is defined as “a type of research that refers to an
in-depth study using face-to-face or observation techniques to collect data from people in
their natural settings” (p. 5). Qualitative methodology centers on people’s experience
based on their vantage point and perspective (Roberts & Hyatt, 2019). Patten and
Newhart (2018) stated that qualitative methodology results are “presented primarily
through words, most commonly by interviewing people or observing settings and
analyzing the data by reviewing interviewing people or observing settings and analyzing
the data by reviewing interview transcripts and/or field notes” (p. 22). Qualitative
methods are narrative in nature and seek to distinguish themes and frequencies from the
data collected. Studies using qualitative methodology tell a story or capture the thoughts
and input from individuals in the field of the study.
Research is the process of data collection and logical analysis for a given purpose
(McMillian & Schumacher, 2014). The purpose of qualitative research is to gain an
understanding of the study participants’ perspectives for a given social situation
(McMillian & Schumacher, 2014). Thus, to answer the research questions, in-depth
interviews were conducted with superintendents from the target population to gain an
understanding of participants’ perspectives for leading from the heart. Roberts and Hyatt
(2019) stated, “Qualitative researchers look at the essential character or nature of
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something, not necessarily the quantity” (p. 143). Results of qualitative inquiry present
as a discussion of themes or trends in the data (Patton, 2015).
Patten and Newhart (2018) described qualitative data as interview data in a
narrative that highlights themes and trends. With qualitative research, the researchers use
smaller samples and dedicate more time with the study participants through focused,
extended, one-on-one interviews and extensive observations (Patten & Newhart, 2018).
Qualitative data from this study will serve to inform future generations of female leaders
on how existing female superintendents in the Southern California region lead from the
heart by building a highly engaged team, connecting on a personal level, maximize
employee potential and value and honor achievement to achieve exemplary results within
their organizations.
Phenomenological Research
McMillian and Schumacher (2014) defined phenomenological research as,
“Research that describes the meanings or essence of a lived experience” (p. 5).
According to Patton (2015), “A phenomenological study is one that focuses on
descriptions of what people experience and how it is that they experience what they
experience” (p. 117). Thus, the phenomenological methodology describes and
memorializes the way individuals experience and perceive a given phenomenon.
In this study, a qualitative phenomenological approach was determined to be
effective and enabled the researcher to explore how study participants made sense of and
understood their individual and shared experiences (Patton, 2015). The use of
phenomenological interviews, observations, and artifact review was used to memorialize
participants’ perspectives and meanings attributed to the experience (McMillan &
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Schumacher, 2014). The focus of the phenomena for this study was exemplary female
leaders who are exemplars in accomplishing extraordinary results within their
organization. Thus, the phenomenon-based inquiry methodology was deemed most
appropriate and was used to explore how exemplary female superintendents lead from the
heart to produce the phenomenon of exemplary results in their organizations to add to the
body of knowledge in this area. Through this study, using a phenomenological approach,
interview data were collected and analyzed to better understand themes and trends in how
exemplary female superintendents in Orange, Riverside, San Bernardino, and San Diego
counties lead from the heart by building a highly engaged team, connecting on a personal
level, maximizing employee potential, and value and honor achievement.
Population
According to McMillan and Schumacher (2014), a population is defined as a
group from which a sample can be drawn, and results can be generalized. Data on the
exact number of female superintendents serving in the state are scarce. However,
according to the most recent data available from the California Department of Education
(n.d.), there are 1,037 public school districts led by superintendents in California. As of
2015, women superintendents made up just 27% of the total superintendents in the United
States (Kominiak, 2016). Based on females comprising 27% of all 1,037
superintendents, it can be estimated that there are approximately 280 female
superintendents currently serving in the State of California.
Target Population
The target population is the subset of the population where the results of the
research can be generalized (Patten & Newhart, 2018). Due to the vast size of the State
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of California, it was not feasible to study exemplary female superintendents throughout
the state. Therefore, the target population for study was exemplary female
superintendents in Orange, Riverside, San Bernardino, and San Diego counties in
Southern California. A review of websites from the county offices off education, for the
counties included in the study, showed a total of 50 female superintendents out of a total
of 124 total superintendents from the four counties. There were 11 female
superintendents serving in Orange County, eight in Riverside County, 11 in San
Bernardino County, and 20 in San Diego County. Female superintendents included in the
target population were from unified, elementary, and high school districts.
Sample
Of the female superintendents located in Orange, Riverside, San Bernardino, and
San Diego counties in Southern California, a selected sample of study participants were
identified. According to Patten and Newhart (2018), sampling was developed to allow
researchers to study a population subset to make inferences about the study population.
There are two common types of sampling. The first type of sampling, probability
sampling, gives equal chance of selection for every member of the study population
(Patten & Newhart, 2018). However, nonprobability sampling is more commonly used in
educational research (McMillan & Schumacher, 2014). In nonprobability sampling,
other factors such as the characteristics of the individual aligned to the study and
participant availability are also taken into consideration (McMillan & Schumacher,
2014). Nonprobability sampling was used for this study as participants for this study
were selected based on the specific criteria of the participants. Study participants met the
criteria for the study and worked in four Southern California counties.
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Purposeful sampling was the primary sampling type used to select participants for
this study. Purposeful sampling is the process of selecting information-rich study
participants who will bring light to the research questions (Patton, 2015). In purposeful
sampling, a small group or individuals who are likely to have knowledge or information
regarding the research questions being asked are selected (McMillan & Schumacher,
2014). Patton (2015) stated, “The logic and power of purposeful sampling lies in
selecting information-rich cases for in-depth study” (p. 264). Thus, to investigate the
ways in which female superintendents achieve extraordinary results, purposeful sampling
was used. Research questions were answered by the sample of participants who were
able to provide in-depth information based on experiences, achievements, and results.
Within the purposeful sampling selection, convenience sampling was also utilized
for sample selection. According to Patten and Newhart (2018), convenience sampling is
defined as including individuals who are willing and able to participate in the study.
Convenience sampling, in this study included individuals who within the purposeful
sampling group, met the specific criteria and were also available and willing to
participate in the study. As a result, eight exemplary female superintendents from
Orange, Riverside, San Bernardino, and San Diego counties were selected for study
participation based on both purposeful sampling and convenience sampling based on
their availability and willingness to participate. The population, target population, and
sample of the study are summarized in Figure 2.
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All Superintendents in California
(~1037)

Female Superintendents in Orange, Riverside, San
Bernardino, and San Diego Counties.
(~50)

Exemplary Female Superintendents in
Orange, Riverside, San Bernardino, and
San Diego Counties.
(8)

Figure 2. Population, target population, and sample.
This study was limited to exemplary female superintendents currently serving in
the following four counties: Orange, Riverside, San Bernardino, and San Diego. Study
participants must have served as a superintendent in a district for two or more years,
demonstrated personal connections and care for people, and met at least two of the
following criteria:
•

Peer recognition.

•

Recommendation by one or more recognized regional executive leaders.

•

Member in a professional association in their field.

•

Published or presented at conferences articles, papers, or written materials.
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Sample Selection Process
This study was comprised of eight exemplary female superintendents in Orange,
Riverside, San Bernardino, and San Diego counties in Southern California. According to
Patten and Newhart (2018),
Qualitative researchers are more likely to select a purposive sample of
individuals. The purpose of the study and the approach to analysis are different,
and this means that the criteria for sample selection are also different. Researchers
may select key informants and seek participants who represent the full range of
those under study. (p. 23)
This qualitative research study focused on the quality of the information to be gathered as
it related to participants who met the sample criteria. Thus, the sample size of eight
participants was deemed adequate to gain insights and shared experiences of participants’
lived experiences. Members of the thematic team along with dissertation chairs and
committee members determined that a sample size of eight participants would yield
adequate data in alignment with the research questions for rich data analysis.
To select research participants, female superintendents in all four counties
included in the study were listed. Existing data available from articles, websites, and
social media was reviewed to determine individual accomplishments, length of time each
superintendent had served in that position, professional organization membership,
concern, and care for those they serve, professional awards received, and professional
publication or conference presentations. Based on the findings, the list was also
narrowed down to superintendents serving two or more years in their organization. Once
all the information was collected, data from the collection process were charted and
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analyzed. The chart was then sent to two former superintendents and one currently
serving superintendent, not included as in the study, for further analysis and
recommendations for specific superintendents to be included in the study. The former and
current superintendents participating in the selection process, had knowledge, and were
able to provide input, and recommendations regarding the leadership styles, and
approaches that made selected superintendents exemplary in their field. From the
narrowed down list, the researcher contacted each selected superintendent via email.
Appendix B shows the initial invitation sent to potential study participants. Appendix C
contains the text of the e-mail confirmation sent to each superintendent selected for study
participation.
Instrumentation
In this study, the researcher served as the primary instrument. According to
Patten and Newhart (2018), qualitative researchers use smaller samples and spend more
time individually with each participant to conduct expanded one-on-one interviews
containing in-depth questions, and extensive observations. Due to the close nature in
working one-on-one with each sample participant, the qualitative researcher may choose
to include relevant details about their background to highlight their position and/or
potential bias (Patten & Newhart, 2018). The researcher in this study has 21 years of
experience in education, currently serves as a middle school assistant principal, holds a
bachelor’s degree in biological sciences, a master’s degree in curriculum and instruction,
and is working on the completion of a doctoral program in organizational leadership.
An interview instrument was developed by the researcher along with thematic
team members and research experts from University of Massachusetts Global faculty,
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who have been experienced superintendents. An extensive review of existing literature in
the areas of building a highly engaged team, connecting on a personal level, maximizing
employee potential, and valuing and honoring achievement was the foundation for the
interview instrument. Appendix D contains the interview protocol template and
questions developed for the study based on study variables.
Strategies for conducting interviews can vary between studies. According to
Michael Patton (2015), there are three variations in qualitative interviews based on how
the interview questions are standardized and determined prior to the interview. These
include: The informal conversational interview, the interview guide, and the
standardized open-ended interview (Patton, 2015). The informal conversational
interview is an open-ended interview strategy where questions are generated
spontaneously. The interview guide approach utilizes a prepared list of questions which
are static and must be adhered to guide the interview (Patton, 2015). The last approach,
the standardized open-ended interview, was the technique utilized for this study, where
questions were carefully worded before the interview and specific probes which may or
may not be utilized were also developed to provide a specific and complete interview
structure (Patton, 2015). The standardized open-ended interview technique allowed for
increased fluidity in probing for additional question specific information based on the
answers of the respondent.
Interview Questions
In phenomenological studies, individual interviews are the primary source of data
collection (McMillan & Schumacher, 2014). According to McMillan and Schumacher
(2014), interviews for phenomenological studies are open-ended and searching. Using

75

this approach, the thematic research team collaboratively constructed open-ended and
searching questions in line with the four study variables. Additional interview probes
designed to gain deeper insight and further the search for understanding, were developed
for each interview question. A probe was developed for each question. A cluster of five
general probes were also utilized to expand on the questions asked or to gain additional
information as needed. Table 1 summarizes each variable, the number of interview
questions asked, and question alignment.
Table 1
Interview Question Alignment with Study Variables
Variable

Interview question

Building a highly engaged team
Crowley (2011); George & Stevenson (1988); Rees et al. (2013);
Senge et al. (2007)
Connecting on a personal level
Brown (2015); Crowley (2011); Hayward (2015); Maxwell (2010).
Maximizing employee potential
Burnett & Lisk (2019); Crowley (2011).
Valuing and honoring achievement
Crowley (2011); Dugas & Brun (2008); Posamentier (2008);
Tessema et al. (2013).

1-3

4-6
7-9
10-12

The thematic team utilized the expertise of qualitative research experts in the
development, field testing, and modification of interview questions to align with the
research questions being asked. The experts in question alignment were professors and
researchers with the University of Massachusetts Global, hold a doctorate, and have
served 2 or more years as a leader in research as a chair or committee member for
qualitative research studies.
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The standardized open-ended interview was chosen as the interview method to
ensure consistency in asking all participants standardized questions in the same way
(McMillan & Schumacher, 2014). This interview technique allowed participants to share
and describe their lived experiences in depth as it related to the research questions. This
type of questioning was in line with the intended purpose of this phenomenological study.
The standardized open-ended interview was part of the overall data collected which also
included observations of superintendents, and artifact collection. Artifacts collected for
this study included board meeting agendas, website publications, newsletters, and
newspaper articles. More specific information regarding artifact collection and
observations is included later in this chapter.
Field Test
Interview questions were piloted via field test. A field-test using the proposed
interview questions was conducted by each of the 14 members of the thematic team.
Although, data from the field test were not utilized for the official study, it involved
representatives who met the study criteria but were not part of the selected sample. Field
test observation of the overall interview process was completed by an official observer
with an earned doctorate and experience conducting qualitative research. Although the
research observer did not directly participate in the interview, their feedback informed the
final interview process by providing insights regarding question clarity, interview pacing,
interviewer neutrality and non-verbal cues exhibited during the interview process. A
recording of the interview was collected via Zoom virtual meeting conference. Once the
field test concluded, the field test participant was asked to provide feedback regarding
question clarity, interview length and general understanding of and comfort with what
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was being asked. Upon conclusion of all thematic team field tests, the data from
cumulative field tests were compiled, results were discussed, and modifications to the
questions were made for clarity, overall question understanding, and interview length.
Validity
According to Patten and Newhart (2018), “Validity is a concept that is used in
relation to measures, which is a generic term for measurement devices (e.g., tests,
questionnaires, interview schedules or personality scales)” (p. 123). How closely
research questions align to the data collection instrument is fundamental to study validity.
The most important aspect of the study instruments used, and the resultant data findings
is validity (McMillan & Schumacher, 2014). For the collected data to be valid, they must
align with the purpose of testing (Patten & Newhart, 2018). Thus, research questions
utilized for this study, were closely examined for alignment with the purpose of the study
to ensure validity.
Professional knowledge or judgmental validity was used as an assessment tool in
this study. The two forms of judgmental validity include content and face validity
(Patten & Newhart, 2018). Both forms were used for study validation. Patten and
Newhart (2018) stated that, “Content validity, as the name suggests is an assessment of a
measure based on the appropriateness of its contents” (p.126). Content validity for this
study was assessed based on the appropriateness of interview questions as they aligned
with the four study research questions. Qualitative research experts reviewed study
measurement strategies for face validity, which is the judgement that questions appear to
be relevant (McMillan & Schumacher, 2014).
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For this study, the interview instrument was developed collaboratively with input
from qualitative research experts in the field of organizational leadership. Four
University of Massachusetts Global professors in the field of organizational leadership
were involved in interview instrument development. Question content validity was
reviewed by the expert team of university professors. After the question content
validation process, question field-testing was conducted. The questions were
independently field-tested by 14 thematic students using a standardized open-ended
approach. Interview questions included in each of the 14 field tests (see Appendix D)
were consistently administered and feedback was collected and analyzed to assess
question clarity, interview length, general understanding of interview questions being
asked, and alignment to study research questions. Field testing of designed interview
questions with 14 varying study populations served as an additional strategy for
validation.
Participant review of the interview process and review of the interview question
transcript was also used to increase validity and is included (see Appendix E, Appendix
F). According to Patton (2015), “The period after an interview or observation is critical
to the rigor and validity of qualitative inquiry. This is a time for guaranteeing the quality
of the data” (p. 473). Interview transcripts were transcribed by Zoom video transcription.
The interview transcription was reviewed by the researcher and compared to the original
video recording of the interview to ensure accuracy. Once the transcript was reviewed
for accuracy, the interview transcript was forwarded to the interview participant for
additions, corrections or modifications and then returned to the researcher for
finalization.
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Reliability
Reliability is the consistency of the data collected (McMillan & Schumacher,
2014; Patten & Newhart, 2018). Reliability can be determined when multiple sets of
measurements are compared with each other for consistency (Patten & Newhart, 2018).
However, poor reliability can undermine validity if there is not alignment in the
consistency of data collection (Patten & Newhart, 2018). Thus, reliability is crucial to
study validity. In this study, to test reliability, the thematic team of 14 researchers each
field tested the research instrument.
Internal Consistency
The most common type of reliability is internal consistency which measures the
consistency of instrument items utilized in the study (McMillan & Schumacher, 2014).
Patten and Newhart (2018) stated that, “Internal consistency is examining the degree to
which the items within the test are measuring the same concepts” (p. 145). A thematic
team of 14 doctoral candidates, along with four university professors with qualitative
research expertise, guided and supported the thematic team in interview instrument
development, strategies for internal consistency and elimination of bias. To examine and
confirm instrument reliability, an identical interview script was used by each of the 14
thematic team members who independently conducted field testing with each individual
study population and collaboratively examined field test results.
During the interview process, each field test was supervised by an experienced
doctoral researcher who served as an expert observer. At the conclusion of each field test
interview, both the expert observer and the interview participant provided feedback on
interview pacing, timing, questions asked, interview flow and general understanding of
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the questions and process. Appendix G shows the interview feedback reflection
questions the researcher and observer discussed after the field test was complete. The
data from these field tests were not included in research study results. The data were
used solely for the purpose of examining, calibrating, and modifying the interview
questions and interview processes for internal consistency and reliability.
Interrater Reliability
The way collected data is categorized and interpreted is important to study
validity. Interrater reliability is defined by McMillan and Schumacher (2014) as the
degree to which multiple individuals agree with what has been stated, seen, or rated.
Categorization of data in the same way ensures reliability (Roberts, 2010). Thus,
interrater reliability is an important component in thorough analysis of data. In this
study, data were collected, coded based on themes determined by review of the frequency
of responses. Specific software was utilized to record the themes. A fellow researcher
reviewed 10% of the interview transcripts to determine agreement for predominant
themes with the standard of 80% agreement with the researcher.
Data Collection
By definition, a phenomenological study is designed to capture the lived
experiences of study participants. According to Patton (2015), “Phenomenological
analysis seeks to grasp and elucidate the meaning, structure, and essence of the lived
experience of a phenomenon for a person or group of people” (p. 573). Thus, data
collection and data analysis must be in alignment. In this study, the lived experience of
exemplary superintendents was collected through interviews, artifacts, and observations
to yield robust qualitative data.
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The interview script and interview process were consistent among the 14
members of the thematic team. A series of 12 interview questions was developed
collaboratively by the team of 14 doctoral researchers, and experienced University of
Massachusetts Global faculty, to elicit open ended, comprehensive responses from
interview participants. Interview probes were also collaboratively developed by the
thematic team to further investigate and seek additional participant information as
needed. Interview questions were designed to focus on building a highly engaged team,
connecting on a personal level, maximizing employee potential, and valuing and
honoring achievement.
Several steps for study preparation were taken prior to scheduling participant
interviews. Drafts of the study introduction, review of the literature and methodology
were reviewed and approved by the dissertation committee. The researcher was then
eligible to apply for study approval with the University of Massachusetts Global
Institutional Review Board. Once approved (see Appendix H), e-mails containing
information about the study (see Appendix B, Appendix C), an informed consent form
(see Appendix I), the University of Massachusetts Global Participants Bill of Rights (see
Appendix J), Collaborative Institutional Training Certificate (Appendix K), and the Zoom
recording release (see Appendix I) were sent to study participants.
Selection of study participants receiving e-mail notification for study participation
met specific study criteria. All study participants were chosen through purposeful and
convenience sampling of exemplary female superintendents in Orange, Riverside, San
Bernardino, and San Diego counties. Exemplary superintendents in the four counties
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were further narrowed down to superintendents currently serving for two or more years in
their organization who also met at least two of the following criteria:
•

Peer recognition.

•

Recommendation by one or more recognized regional executive leaders.

•

Member in a professional association in their field.

•

Published or presented at conferences articles, papers, or written materials.

After potential study participants were selected, an e-mail containing a request for
an interview and outlining the purpose of the study was sent. Upon agreement for
participation, a 60-minute Zoom interview was set up at a mutually agreed upon time.
Approximately a week prior to the interview, copies of a series of forms related to the
process were sent to the participant via email. The researcher sent a copy of the
participation invitation (see Appendix B) interview questions (see Appendix D), the
Research Participant’s Bill of Rights (Appendix J), informed consent and Zoom
recording release form (Appendix I). Prior to the interview, the Zoom recording release
and the informed consent form was signed and returned to the researcher.
At the agreed-upon time, the researcher and the participant met for the interview.
A Zoom recording of the interview session was stored on the researcher’s password
protected device. A backup of the interview session was stored on an additional
password protected device. A detailed description of confidentiality practices are
included in Appendices I and J. Notes recorded during the interview were housed in a
locking file cabinet at the researcher’s home for the duration of 2 years. After 2 years, the
notes will be shredded and destroyed. Transcripts of the interview were completed via
zoom and were password protected on the researcher’s device. Prior to transcript
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completion and analysis, interview transcripts were sent to participants for review via
email. Participants were given the opportunity to review the interview transcript for the
duration of a week and submit any changes or corrections to the researcher during that
time.
To triangulate interview data collected, additional artifacts were reviewed. Patton
(2015) stated that “triangulation strengthens a study by combining methods” (p. 316).
Data triangulation is done by increasing the variety of data sources used in a particular
study (Patton, 2015). Additional artifacts in this study included board meeting agendas,
website publications, newsletters, and newspaper articles. Ancillary field notes from
observations of study superintendents in board meetings, memorializing verbal and
nonverbal behavior and interview emphasis and were also included as data to support the
study.
Data Analysis
Making sense of the data collected in the study and making sound interpretations
of the data are paramount to data analysis (Roberts & Hyatt, 2019). The lived experience
of exemplary female superintendents was the focus of the data collected for this study. In
depth focused interviews were the primary source of data collected for detailed analysis.
Prior to the analysis of data, interview participants were sent an electronic transcript of
the interview for review and were given approximately one week to respond with
clarifications or modifications. After the conclusion of the participant review process,
data analysis began.
Current research on best practices for data analysis were reviewed and followed.
According to Roberts and Hyatt (2019), specific details for handling large amounts of
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data should be included in qualitative data analysis. Large amounts of data for this study
were managed by Zoom transcription software. Best practices for managing qualitative
text as data was described by Creswell (2019) and summarized into the five following
steps:
1.

Read through the initial text data

2. Break the text into information segments.
3. Use codes as labels for information segments.
4. Examine and reduce codes that overlap or are redundant.
5. Narrow codes into themes.
McMillan and Schumacher (2014) stated that qualitative researchers require
significant time to get a sense of the whole picture of the collected data. It is important
for the researcher to devote a period of uninterrupted time for data consideration and
analysis to determine corresponding data segments (McMillan & Schumacher, 2014).
The researcher in this study began by thoroughly reading over and considering the data
from each of the eight interviews to determine information segments. After general
information segment analysis, themes and corresponding codes related to the research
questions emerged from the data. Codes were defined as a name or phrase that affords
meaning to a particular information segment (McMillan & Schumacher, 2014). As the
data were analyzed for code assignment, code patterns emerged, and code frequency was
noted. NVivo software for data organization and analysis was utilized to manage coded
data. Themes that emerged from data collected from the 12 interview questions were
input into the NVivo software program for each study participant who was listed under an
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anonymous label. The sum of the codes and frequencies correlated with the four research
questions was calculated to determine overall frequency and percentages.
Limitations
Study limitations are inherent in qualitative study methodologies. Roberts and
Hyatt (2019) stated, “Limitations are particular features of your study that you know may
affect the results or your ability to generalize the findings. Limitations can involve areas
over which you have little or no control” (p. 154). Thus, limitations need to be discussed
with transparency by the researcher. The researcher in this study was mindful of inherent
limitations and mitigated for study limitations as much as possible. Study limitations and
mitigation strategies employed by the researcher are summarized below:
1. The Researcher as Instrument: According to Michael Patton (2015), the person
who is conducting the interview is the inquiry instrument and as such their
background, skills, experience, and perspectives are significant to the study. The
researcher in this study had a cumulative experience of 21 years working in the
field of education. During that time, the researcher worked as a middle school
teacher and assistant principal administrator with a total of 6 different
superintendents in three separate school districts. To mitigate the potential for
bias, an experienced field test observer with a background in qualitative research,
observed the interview field test and provided feedback to the researcher to lower
the opportunity for verbal or nonverbal bias in the interview process.
Additionally, a participant transcript review process was utilized to allow for
clarification and review of the data collected.
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2. Population: The population for this study spanned four geographic counties in
the Southern California region. Expansion of the study outside of the counties
included in this study may have provided additional data with which to generalize
findings to align with the overall population of female superintendents throughout
the state of California and the nation.
3. Regional and Cultural Differences: Since the study was limited to four counties
in Southern California, regional and cultural differences distinct to the region
must be acknowledged. Study results describe how exemplary female
superintendents lead from the heart to accomplish extraordinary results within this
geographic area. Expansion of the study beyond this region could provide more
generalized results and mitigate for any regional and cultural differences in
viewpoints or shared experience based on geographic region.
4. Time: The 60-minute time constraint for the interview was strictly scheduled due
to the extensive workload and responsibilities of superintendents included in the
study. Interview length was set at 60 minutes to complete the interview process
and respect participant’s time. Due to time constraints, it wasn’t always feasible
to achieve greater depth of responses.
5. Sample Size: A sample size of eight exemplary female superintendents were
included in this phenomenological study. Expansion of the sample size to include
additional interview participants would have provided additional data for greater
overall generalization.
6. Constraints: During the time this research was conducted, the United States was
entrenched in the Covid-19 global pandemic. As a result, public health guidelines
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and constraints had been issued and implemented nationwide and locally by
school districts and the University of Massachusetts Global. Public health
guidelines necessitated an increase in online meetings via video conference
platforms, and the use of facial coverings in public areas and workspaces. As a
result, all interviews were conducted through the Zoom video conference platform
to adhere to public health guidelines. The use of Zoom video conference in place
of in person face-to-face interviews provided limited access to the full array of
non-verbal cues. The researcher noted nonverbal cues during the interview as
much as possible in the virtual setting.
Summary
A review of the study methods used in this phenomenological study was
described in detail in Chapter III. The methods used were to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
building a highly engaged team, connecting on a personal level, maximizing employee
potential, and valuing and honoring achievement to accomplish extraordinary results
within their organizations. Also, purpose and research questions were specifically
addressed. Research design, population, sample instrumentation, validity and reliability
were then presented as they related to study purpose and the research questions posed.
Finally, data collection processes, data analysis, and limitations were discussed. Chapter
IV includes analysis of data collected and study findings. The concluding chapter,
Chapter V summarizes major study findings, conclusions, implications for action, and
recommendations for future research on this topic.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
In the ever-changing landscape of public education, it is vital that school district
superintendents lead those within their organization to success through heart-based
leadership strategies. The dynamic role of superintendent requires a leader who connects
with individuals within their organization on a personal level, builds a highly engaged
team, maximizes employee potential, and values and honors achievement to achieve
extraordinary results within their organization. Heart-based leadership practices are a
critical factor in superintendent effectiveness. To achieve extraordinary results, an
exemplary superintendent must employ heart-based strategies and connections.
The study background and overview were included in Chapter I. A review of the
literature related to heart-based leadership was included in Chapter II. Study
methodology and data collection processes and procedures were outlined in Chapter III.
This chapter explores and explains the findings from this phenomenological study by
reviewing the data collected from the interview of eight exemplary female
superintendents who described their lived experiences in leading from the heart to
achieve exceptional results. The data collected for the four study research questions
consisted of 12 total interview questions with three interview questions designated for
each of the four study research questions. The data for each of the four interview
questions were analyzed to reveal themes and patterns among participant responses. The
emergent themes corresponded with the four principles of Crowley’s (2011) work in
building a highly engaged team, connecting on a personal level, maximizing employee
potential, and valuing and honoring achievement to produce extraordinary results within
their organization. The purpose statement, research questions, population, and sample
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were reviewed in this chapter, and participation description, and process for data
collection is also reviewed. Emergent themes and patterns based on superintendent
responses as they relate with the four principles of Crowley’s (2011) work will be
discussed in detail. Finally, a summary of the findings will be discussed at the
conclusion of this chapter.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations.
Research Questions
The following four research questions were addressed in this study:
1. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties build a highly engaged team?
2. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties connect on a personal level?
3. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties maximize employee potential?
4. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties value and honor achievement?
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Research Methods and Data Collection Procedures
For this study, eight individual interviews with current female superintendents
who have served in their position for two or more years and who met all the study criteria
were included. The Zoom video conference platform was utilized to complete interviews
of selected study participants. Interview protocols developed by the dissertation thematic
team were strictly followed and supervised by supporting faculty. Interview data were
supported for each of the 8 participants with two to three additional artifacts and
observations per participant for data triangulation.
In total, 12 interview questions were posed to each of the study participants, with
a breakdown of three questions for each of the four research questions. On average,
individual interviews lasted for approximately 60 minutes. In all, 18 artifacts were
collected that reflect information from social media platforms, school district webpages,
and school board meeting minutes. Eight observations of selected study participants
during Zoom school board meetings and/or community interviews were conducted. Data
from all sources, including interviews, artifacts, and observations were broken down into
emergent themes and coded using NVivo coding software for frequency counts to
establish study findings.
Population
McMillan and Schumacher (2014) define a population as a group from which a
sample can be drawn, and results can be generalized. For this study, the population was
female superintendents in California. According to the California Department of
Education (n.d.), there are 1,037 public school districts led by superintendents in
California. As of 2015, women superintendents made up 27% of total superintendents in
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the United States. Calculations based on 27% of 1,036 total superintendents in California
produces an estimate of approximately 280 female superintendents serving throughout
the state. The study population was further narrowed down to a target population of 50
female superintendents out of a total of 124 superintendents serving in the four counties.
Sample
From the target population of 50 female superintendents in Orange, Riverside,
San Bernardino, and San Diego counties, a sample group of female superintendents was
determined based on the following study criteria: Current female superintendents who
have been in their position for 2 or more years and have demonstrated personal
connections and care for people and have met at least two of the following criteria:
•

Peer recognition.

•

Recommendation by one or more recognized regional executive leader.

•

Member in a professional association in their field.

•

Published or presented at conferences articles, papers, or written materials.
Six of the superintendents met all four qualifications and two met three of the four

qualifications. An e-mail was sent to each of the participants to determine interest in an
interview prior to interview participation.
Participant Demographics
The sample study criteria were met by all eight study participants. The
demographic data for each of the participants is included Table 2. Each participant was
assigned a number, to ensure confidentiality and anonymity.
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Table 2
Demographic Information for Study Participants

Study
participant

Gender

County in
California

Years as
superintendent
in current
district

District type
(Elementary K6 or K-8, high
school, unified)

1

Female

San Diego

11

2

Female

San Diego

6

3

Female

Orange

7

4

Female

San Bernardino

7

5

Female

San Diego

4

6

Female

San Diego

6

7

Female

Orange

4

Elementary
K-6
Elementary
K-8
Unified

8

Female

Riverside

6

Unified

Elementary
K-8
Elementary
K-6
Elementary
K-8
Unified

Of the four counties included in the study, two of the study participants were from
Orange County, one was from Riverside County, one was from San Bernardino County,
and four were from San Diego County. The minimum requirement of 2 years in the
position was exceeded by all study participants with the average years serving in their
current position at 6.4 years. Two of the superintendents included in the study currently
serve in elementary school districts serving students in grades kindergarten through 6.
Three of the superintendents included in the study currently serve in elementary school
districts serving students in grades kindergarten through 8, and three serve in unified
school districts.
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An overview of the individual exemplary criteria of study participants is
described in Table 3. All the participants included in the study demonstrated exemplary
personal connections and care for people. Participants were further selected for study
participation by meeting two or more of the four additional criteria. Six out of the eight
total participants in the study met all four of the additional criteria for study participation.
The remining two study participants met three out of the four study criteria. All the study
participants were recognized by their peers, and by one or more regional executive
leaders. Membership in a professional organization was also a criterion met by all study
participants. Six out of the eight study participants had published or presented articles,
papers, or written material.
Table 3
Individual Exemplary Criteria: Female Superintendents
Study
participant

Demonstrated Peer
personal
recognition
connections
and care for
people

Recommendation Member of a
by one or more
professional
regional
organization
executive leaders

1
2
3
4
5
6
7
8

94

Published or
presented at
conferences,
articles,
papers, or
written
materials

Presentation and Analysis of Data
Data collected through interviews, observations and artifacts pertaining to each
superintendent included in the study were analyzed for emergent themes and patterns in
the data. To triangulate the research findings, a minimum of three artifacts and/or
observations were collected and included in the analysis of the data. Data collected and
the resultant data analysis will be discussed in detail in the sections that follow.
Data Analysis
After interview completion each interview, a transcribed and a copy was sent to
each of study participants for review. One week from the time the transcriptions were
sent for review, the interview was uploaded into the NVivo software program for data
analysis. Themes were determined based on the review of each interview transcript.
Once themes were determined, interview data were coded and assigned a corresponding
theme. Additional Artifacts and observations were uploaded into the NVivo software and
coded for corresponding themes. The coded data yielded frequencies to determine how
female superintendents lead from the heart by building a highly engaged team,
connecting on a personal level, maximizing employee potential, and value and honor
achievement.
Reliability
McMillan and Schumacher (2014) defined reliability as the consistency of the
data collected. Reliability can be determined when multiple measurements are compared
to ensure consistency (Patten & Newhart, 2018). For greater reliability, multiple
measures including data from artifacts and observations were coded to corresponding
themes for data triangulation. An additional strategy of interrater reliability was also
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utilized to increase reliability. Ten percent of the collected interview data were coded by
a peer researcher from the thematic team to determine consistency and reliability for
collected data. The process of peer reliability coding yielded a reliability rate of 81%
which met the required 80% threshold.
Results
Data review and analysis included the identification of data segments, themes,
and corresponding codes related to each of the four research questions. Results include
themes that produced eight frequency codes or more. Results from each of the four
research questions are presented based on the corresponding order of the questions in the
interview protocol (see Appendix D). The reported frequencies for each theme are noted
in tables included in this chapter and include information transcribed from interviews,
artifacts, and observations. Figure 3 illustrates the percentage of each frequency for each
of the four areas of leading from the heart which includes building a highly engaged
team, connecting on a personal level, maximizing employee potential, and valuing and
honoring achievement.

Leading from the Heart Theme
Frequencies Building a Highly Engaged
Team

19%

Connecting on a Personal
Level

29%

Maximizing Employee
Potential

18%
34%

Valuing and Honoring
Achievements

Figure 3. Leading from the heart theme frequencies.
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Findings for Research Question 1: Building a Highly Engaged Team
Building a highly engaged team, as defined by the lead from the heart thematic
team, is using strategies that help people become enthusiastically invested in and
dedicated to work they believe is significant, meaningful, and challenging, where
relationships are built on emotional connection and shared vision and where values and
commitment are based on personal strengths and interests aligned with organizational
goals (Crowley, 2011; George & Stevenson, 1988; Rees et al., 2013; Senge et al., 2007).
The thematic team under the supervision of the UMass Global faculty collaboratively
created the interview protocol which included three interview questions which were
posed to all interview parcipants with regard to building a highly engaged team. The
three interview questions pertained directly to the first research question: How do
exemplary female superintendents lead from the heart to accomplish extraordinary results
by building a highly engaged team? Five themes emerged for building a highly engaged
team, with a total frequency count of 171. Themes and resultant frequency counts are
displayed in Figure 4.
The theme of helping people within the organization understand how their
contribution contributes to the core values of the organization yielded the highest number
of frequencies, with 57 in total. Personally knowing and investing in people within the
organization followed with 40 frequencies. Providing clear communication of goals and
expectations yielded 27 frequencies. Next, encouraging shared decision making yielded
24 frequencies. Finally, supporting both professional and personal relationships within
the organization produced 23 frequencies. Table 4 highlights the identified themes for
building a highly engaged team with a breakdown of themes by source and frequency.
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Building a Highly Engaged Team Themes
60
50
40
30
20
10
0
Help people Personally know Provide clear
Encourage,
Support both
understand how and invest in the communication model, and professional and
their
people in the
of
support shared
personal
contribution
organization organizational decision making relationships
aligns to the
goals and
within the
core values of
expectations
organization
the organization

Figure 4. Themes for building a highly engaged team.
Table 4
Building a Highly Engaged Team Themes
Theme

Help people understand
how their contribution
aligns to the core values
of the organization
Personally know and
invest in the people in
the organization
Provide clear
communication of
organizational goals and
expectations
Encourage, model, and
support shared decision
making
Support both professional
and personal
relationships within the
organization

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

8/33

7/7

15/17

30

57

8/32

1/1

7/7

16

40

5/8

5/5

12/14

22

27

6/12

2/2

8/10

16

24

5/12

3/3

8/8

16

23
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Help people understand how their contribution aligns to the core values of
the organization. Helping people understand how their contribution aligns to the core
values of the organization produced the highest frequency count for building a highly
engaged team. This approach was discussed in eight interviews, seven observations and
15 artifacts which yielded an overall frequency count of 57. During the interviews, one
superintendent described how she supports individuals in her organization to see their
contribution to the organizational core values by saying:
Making work meaningful is that people understand how their contribution makes
a difference and they understand their portion of the overall effort, so everyone
understands why we’re doing what we’re doing and how their unique contribution
makes a difference to the big picture. The response to the pandemic couldn’t be
more illustrative of that, because every person had a very unique part which
contributed to the success of what it was we were trying to do when school
closed. We were making sure children and families had what they need
educationally, and whether it was meals, technology, instructional materials, you
know the things that families and children needed at home. That took a whole
team of people all bringing in their unique perspective gifts and talents, to be able
to make that work. So, helping all of the interdependent teams understand why
we’re doing what we are doing and the importance of the contribution from their
vantage point that they were making. I think it made it incredibly meaningful
because they could see the difference, they were making and what they were
contributing.
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Another interview participant described how she supports everyone’s alignment and
contribution to organizational core values using collective input:
When I first came to the district, we looked at what it is that we really want to
achieve, so we rewrote our mission and vision. We looked at the work that had
been accomplished before us so that we didn’t totally dishonor the history of what
came before us because there was a great deal of work put into it. We actually put
the mission statement out to everybody within the whole district and we asked
them, based on those areas what is it that you want to achieve, or what is the
reason you come to work every day. We then looked at the responses as a board
and a leadership team to determine why we are here and what is the why behind
what we do here. After we had created the mission and vision, the one area that
people had great input in was, “What are our core values?” and “How are we
going to accomplish that together?” We then organized the input into themes and
brought in district office and classified staff to revise it based on input. It took us
about eight months to do it together. It really brought us closer with how we
function and support each other as a team.
Personally know and invest in your people. The second highest frequency
count for building a highly engaged team was taking the time and effort to personally
know and invest in the people within the organization. This strategy was observed in
eight interviews, one observation, seven artifacts, and yielded an overall frequency count
of 40. One study participant described how she invests in people by saying:
Developing emotional connections takes some time depending on the people you
are making the connections with. There will always be people on your team who
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come in respecting you and are ready to make you proud. There are going to also
be people who are going to need those (hypothetical) back rubs once in a while.
They are the people who need a bit more time to come around in terms of creating
a trusting relationship with you. I think that it is those daily consistent messages
you send to your staff to show them how much you appreciate them and give
them your time. I mean everyone knows that time is valuable, so the time I hope
I’m giving to the people who want my time shows that I care about them.
One of the artifacts showed one of the superintendents in a picture collage spending time
with individuals within the organization in various settings with the caption, “Our
greatest appreciation for all you do.” In her interview, this superintendent focused on the
time she invests making connections within her organization to get to know the
individuals.
Provide clear communication of organizational goals and expectations.
Providing clear communication of organizational goals and expectations produced the
third highest frequency count under building a highly engaged team. This strategy was
demonstrated in five interviews, five observations, and 12 artifacts and yielded an overall
frequency count of 27. One superintendent highlighted this strategy by noting,
I think the big thing is making sure that you’re having conversations all the way
across the board and that you establish what it is you’re truly committed to. In
order to develop a dedication to the collective work, we have to know what the
work is that we are committed to and what is the end goal for our students and
then make it into meaningful action steps and goals. Not tedious goals. Maybe
two or three that a school may be working on and then as a school coming up
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with, and as a district, what are the shared commitments that when we go visit
schools, we’re going to be looking for in all of our classroom.
A second superintendent described her approach to providing clear communication of
organizational goals and expectations by sharing,
One of the things that I do and have done in any leadership position is create
interdepartmental teams and we define interdepartmental teams because there
isn’t anything that one department, whether you’re at the school site, business
department, human resources, or instructional services can’t do without
connecting to the others. What I have found is when we work in silos that’s
where conflict arises. Then, we don’t have shared goals, and if you don’t have
shared goals, you can’t have collective commitments or agreed upon agreements.
Another example of this strategy was also demonstrated in an observation of the
superintendent in her district-wide welcome video message. In the video, the
superintendent shared the organizational goals for the district and outlined specific goals
and expectations for the upcoming school year.
Encourage, model, and support shared decision making. Encouraging,
modeling, and supporting shared decision making, yielded the fourth highest frequency
count for building a highly engaged team. This strategy was observed in six interviews,
two observations, and eight artifacts, with an overall frequency count of 24. During one
of the interviews, the superintendent stated,
My leadership is really grounded in relationships and building trust, so I tend to
ask personal questions. I feel that actually having a place in our meeting where
we do what’s called a check in and oftentimes this is a strategy in shared decision
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making and support. This strategy creates shared interest and (a strategy) that you
use to kind of break the ice. We use it frequently in our school district. It starts by
saying your name and letting everyone know how you are doing, and each
member of the team shares something personal. It doesn’t have to be deep. I can
be a simple question such as, “What was something you did this weekend that you
enjoyed?” Using these strategies to get people to talk about their personal life,
they start to develop deeper relationships. So, again it is about modeling it and
being intentional about the kinds of questions that you ask and then how you meld
it into practice to support shared decision making within your organization.
A second superintendent described her practice with encouraging, modeling, and
supporting shared decision making by saying,
Well, I think just doing the work together (as a team), we are all emotionally
connected, and it has been a struggle having to put together instructional plans,
having to go through the process of making meaning out of all of these new
directives and state mandates (related to the Covid 19 pandemic) and what it
means to teach. We’ve bonded immensely through that, and a lot of our
colleagues would say that our district has a really strong team because we didn’t
stop, we didn’t stay home and stop working. We went back to the offices, and we
were there working with each other and trying to figure it out. I think it is the
sheer crisis that puts you in the moment where we’re all asking, ‘What do we
need to do?’ and ‘What does it take?’ It is almost like you’re in a battle, or
something, and we’re going to win this. We’re going to figure this out. So, the
relationships become extremely important in shared decision making. We go to
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lunch, and we spend time together to talk about things; my assistant
superintendents. I meet with my cabinet level, which are all of the directors and
the coordinators and then I meet with all of the principals. We sometimes have
just the instructional groups together. I do mid-year check ins with everybody
and videos that connect people along the way. We send out emails, so people are
always hearing from you at different levels for different purposes. I also have
individual check ins. I have many employees, so I unfortunately say that I don’t
individually check in as superintendent with each one of them. But my role is to
model those individual check ins as a superintendent with my leadership team and
encourage them to then build in those systems of check in at every single level so
that every employee feels like they’ve been nurtured and connected to the
overarching vision and theme throughout the year.
Another superintendent shared how she supports building a highly engaged team by
supporting both professional and personal relationships by saying,
One of the ways that we make it meaningful is that we share our celebrations and
let everybody know to look at how far our students have come because of the
work that you’ve done together. I think that when you have that trust level, and
you have the ability to share openly what is working and what is not working then
you have the commitment and accountability together. You share the results
together and you celebrate so making it meaningful is making sure that I’m not
overloading people and making sure I’m not tearing people in 15 different new
directions. It is making certain that everybody knows that it’s the collective
genius of the group that is going to make us the strongest.
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Findings for Research Question 2: Connecting on a Personal Level
Connecting on a personal level is defined as seeing and acting on behalf of others
and authentically communicating with the intention of adding value driven by humility,
concern, and love (Brown, 2015; Crowley, 2011; Hayward, 2015; Maxwell, 2010). The
thematic team along with UMass Global faculty collaboratively created the interview
protocol which included three interview questions which were posed to all interview
parcipants with regard to connecting on a personal level. The three interview questions
pertained directly to the second research question: How do exemplary female
superintendents lead from the heart to accomplish extraordinary results by connecting on
a personal level? Five themes were discovered for connecting on a personal level, with a
total frequency count of 149. Themes and resultant frequency counts are displayed in
Figure 5.
The theme of communicating messages of care and concern yielded the highest
number of frequencies, with 36 total frequencies. Dedicating time for connection was the
theme with the next highest frequency, with 34 total frequencies. Demonstrating
authenticity and sharing vulnerabilities yielded 32 frequencies. Next, transparent
communication produced 25 frequencies. Finally, seeking input from others yielded a
frequency of 22. Table 5 demonstrates the identified themes for connecting on a personal
level with a breakdown of themes by source and frequency.
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Figure 5. Themes for connecting on a personal level.
Table 5
Connecting on a Personal Level Themes
Theme

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Communicate
messages of care
and concern

8/32

0/0

2/4

10

36

Dedicate time for
connection

8/22

3/3

7/9

18

34

Demonstrate
authenticity and
share
vulnerabilities

7/29

2/2

1/1

10

32

Transparent
communication

8/13

3/3

7/9

18

25

Seek input from
others

7/16

3/3

3/3

13

22
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Communicate messages of care and concern. Communicating messages of care
and concern produced the highest frequency count for connecting on a personal level.
This approach was discussed in eight interviews, and two artifacts which yielded an
overall frequency count of 36. During the interview, one of the superintendents
described how she communicates messages of care and concern:
I send a personal birthday card to everyone on my leadership team, so all my
principals and assistant principals receive one. For my close team, like on
Valentine’s Day, I give them gifts and write them handwritten cards. But I also
think it’s important when somebody has a death in the family, like the other day,
we went to somebody we know mother’s memorial. You know it’s those things
that people notice as a leader, they notice when you do those things and when
people see that you really care about them, they’re going to do more for you.
A second superintendent had this to say about how she communicates messages of care
and concern:
So, I do this several ways. I’m old fashioned in a sense that I like to write
personal notes. I do make personal phone calls out to our principals because I
don’t always meet with them weekly. I call them on my way in to work and I’ll
just check in with them to see how they are doing.
Lastly, a third superintendent says she communicates messages of care and concern this
way:
Being present and available and having personal face-to-face contact with people
is important. I spend time writing notes and letters and making phone calls to
employees and also the people on our team. There are both formal and informal
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methods of communication. Informal ones might be the connections that you’re
making personally when you’re walking down the hall, where you share and talk
about each other’s lives and what’s happening and in an informal way. There are
also ways to communicate authentically formally. For me in this position, during
the pandemic I would send out video messages once every two weeks or so where
people can actually see you and hear your voice as opposed to sending something
written. So, I think this helps to communicate a level of authenticity because
people can really see you and hear your voice.
Dedicate time for connection. The second highest frequency count for
connecting on a personal level was dedicating time for connection. Dedicating time for
connection was discussed in eight interviews, three observations, and seven artifacts for a
combined frequency count of 34. This strategy was described by a superintendent when
she said,
I give my cell phone to staff and families. When I first do that, people are
shocked because it used to be, call my office line, get my assistant and my
assistant will get me the message. I just say, if you want to reach me here’s my
cell phone or you can reach me through my email. Or you can pop by and if I’m
available, I’ll step out.
A second superintendent described how she connects on a personal level and said this in
her interview about dedicating time to connection:
I still today never go to a campus where I am not approached, and people say
thank you so much for coming on our campus because before you we didn’t even
know what our superintendent looked like. I spend a lot of time on campuses
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outside with the staff. I communicate authentically just by being the real version
of me.
One of the artifacts collected from a third superintendent, showed a photo collage,
created by her staff at various school and district locations during different times of the
day connecting with numerous individuals within her organization.
Demonstrate authenticity and shared vulnerabilities. Next, demonstrating
authenticity and sharing vulnerabilities had the third highest frequency count for
connecting on a personal level with references from seven interviews, two observations,
and one artifact. The total frequency count for demonstrating authenticity and shared
vulnerabilities was 32. A pre-recorded video observation of one of the study participants
shows her in an interview where she is sharing the challenges of her background in
growing up in the Midwest. In this observation, she is openly sharing her authentic life
experiences, sharing her strengths and challenges based on her upbringing and showing
her most authentic self.
Another interview participant had this to say about authenticity and sharing
vulnerabilities with regard to connecting on a personal level:
I think one of the most powerful places for leaders to be is in places of
vulnerability and to be authentically sharing what is happening with you. In a
vulnerable way that shows that whether you’ve made a mistake, or the challenges
or struggles you’re experiencing that are so similar to the challenges and
experiences that other people are having, it helps people make a personal
connection with you. Sometimes I think, especially as a superintendent, you have
a lot of people who see themselves differently than you. But, in most ways we’re
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really all the same, and we’re all experiencing the same kinds of challenges and
difficulties. When we’re vulnerable enough to share what those are, they are
points of really powerful connection with people.
Transparent communication. Transparent communication had a lower, but
significant frequency count for connecting on personal level. Transparency in
communication was discussed in eight interviews, three observations and seven artifacts.
The total frequency count for transparent communication was 25. One of the
superintendents from a large, unified school district had this to say about how transparent
communication allows her to connect on a personal level:
I have all of the structural elements in place for good communication. But I think
authentically one of the most important things is that, particularly during the
(Covid-19) pandemic when there was a lot of fear, as the leaders, I modeled the
way, and I personally went out to school sites to talk to teachers who were afraid.
They need to see the human side that you’re not just a leader, you know, barking
off orders. We are all struggling, and we are all going through this together. I
think it was really important that I didn’t just put my emails off when teachers or
parents personally wrote me. I wanted them to understand the decisions we were
making. Why I was opening school, why I was recommending a full day
elementary school. This helped them understand who I am, and they didn’t
question as much. I think it really helps when they understand that as a leader,
you’re struggling with the same things they are, and you are willing to openly
communicate with them.
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One of the collected artifacts showed recommendations sent out by one of the
superintendents describing the protocols and rationale for the decisions regarding the
Covid-19 pandemic masking mandates for that district. This superintendent completed
the letter by inviting members of the community to participate in the next school board
meeting with QR code links embedded into the document to encourage transparency and
participation in the decision-making process.
Seek input from others. Seeking input from others was the final identified
theme for connecting on a personal level. This theme was discussed in seven interviews,
three observations, and three artifacts for a total frequency of 22. To illustrate how
seeking input from others helps connect on a personal level, one of the superintendents
had this to say:
I think that people know that I don’t know all of the answers. I’m really clear
with everyone that there’s such a multitude of talent on our team, for example, I
have one team member who can make anything work within about five minutes.
So, when we had to get our (electronic) devices out in one day, and he said, “I
think I can figure this out. You know I can create the QR codes. We can get this
done and we’ll have it all on an excel sheet and categorize who has what. We can
make this happen because we’ll use this application, and I can get it done.” It is
amazing looking at and celebrating what other people can do, knowing deep
down, and saying that we could not have done this without you. This would not
have occurred like this with this level of efficiency without the knowledge he had.
Learning from others is important. I think by showing people that you’re a
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constant learner as well and that they have the gifts and talents to share which are
going to impact the entire district, makes a big difference.
In her interview, a second superintendent had this to say about how she connects on a
personal level by seeking input from others:
Humility helps keep me grounded and it helps me because I believe it keeps me
approachable. We all need to be put in check every once in a while. I mean it’s
like, you can be right, or you can be dead right. I never want to be dead right. I
would rather be wrong. I’m not about being right. I’m about how do we get to the
best outcome and if what I’m doing or how I’m leading it isn’t the best approach
then, let’s abandon it and do it differently. We’ve built that through culture and
people are willing to say to me things they wouldn’t have said to prior
superintendents or other leaders in the system because they’ve been able to
witness my humility.
Findings for Research Question 3: Maximizing Employee Potential
Maximizing employee potential is defined as igniting emotional drivers by
promoting human well-being while proactively strengthening, teaching, and building
people toward high achievement (Burnett & Lisk, 2019; Crowley, 2011). The thematic
team along with UMass Global faculty collaboratively created the interview protocol
which included three interview questions which were posed to all interview parcipants
with regard to maximizing employee potential. The three interview questions pertained
directly to the third research question: How do exemplary female superintendents lead
from the heart to accomplish extraordinary results by maximizing employee potential?
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Four themes were discovered for maximizing employee potential, with a total frequency
count of 91. Themes and resultant frequency counts are displayed in Figure 6.
The theme of creating a culture of trust by being a good listener, promoting
psychological and personal well-being yielded the highest number of frequencies, with 35
total frequencies. Having a focus on personal employee effectiveness in making a
difference in the organization followed with 30 total frequencies. Dedicating time for
individuals to connect with their team on common commitments yielded 17 frequencies.
Finally, recognizing and utilizing people’s strengths produced 9 total frequencies. Table
6 demonstrates the identified themes for maximizing employee potential with a
breakdown of themes by source and frequency.
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Figure 6. Themes for maximizing employee potential.
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Table 6
Maximizing Employee Potential Themes
Theme

Create a culture of
trust by being a
good listener,
promoting
psychological
safety, and
personal well
being
Focus on personal
employee
effectiveness in
making a
difference in the
organization
Dedicate time for
individuals to
connect with their
team on common
commitments and
goals
Recognize and
utilize people’s
strengths

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

8/34

0/0

1/1

9

35

8/25

1/1

4/4

13

30

5/9

4/4

4/4

13

17

4/6

1/1

2/2

7

9

Creating a culture of trust by being a good listener, promoting psychological
safety and personal well-being. The theme that produced the highest frequency count
for maximizing employee potential was creating a culture of trust by being a good
listener, promoting psychological safety and personal well-being. Creating a culture of
trust by being a good listener, promoting psychological safety and personal well-being
was found in eight interviews and one artifact with a total frequency count of 35. During
an interview, one of the superintendents had this to say about how she maximizes
employee potential by promoting personal well-being and safety within her organization:

114

One example is when our management team members are on vacation, we have a
no email rule. We have a very clear expectation, particularly with our principals
that when they are off, we do not email them unless it is something absolutely
necessary. Also, I don’t send emails anymore late at night because I don’t want
people to think that’s what they should be doing. We try to model practices of
well-being ourselves as leaders in our district.
A second superintendent had this to say about how she creates a culture of trust by being
a good listener, promoting psychological safety and personal well-being within her
organization:
This has been really difficult these last couple of years with Covid because there’s
so many things that are affecting our emotional well-being and each person’s
emotional well-being collectively really impacts the organization. That year for
the administrative retreat, I took them to a center in the community where they
could work on their health. During the retreat, there was a personal chef that
talked about healthy eating, a fitness expert who talked about body mass and
weight, a yoga instructor who talked about exercise habits, and a fitness trainer
who talked about strength training and routine. At the end of the retreat, they set
up a personalized plan for social and emotional well-being which became part of
the leadership team’s evaluation goals.
A third superintendent said this:
Whatever it is that they need, we want them to know that we’re going to be there
for them. Part of that happens when you’re at sites having conversations and
watching people’s reactions and what they are going through. You can see the
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stress on people pretty clearly. You can see when people are ready to explore, or
you can see when they are very sad, and it’s just been too much for them. So,
promoting emotional well-being is really just being out there being visible and
making sure you’re having the conversations. The one biggest thing for a
superintendent is listening. I think you should listen way more than you talk
because you learn so much by listening.
Focus on personal employee effectiveness in making a difference in the
organization. The second most prominent theme for maximizing employee potential
was focusing on personal effectiveness to make a difference within the organization.
This theme was observed in eight interviews, one observation, and four artifacts for a
total frequency of 30. One of the superintendents shared this about how she focuses on
personal employee effectiveness within her organization:
As a leader you want to encourage excellence, you want to encourage everyone in
the organization to be working to their maximum potential within their job
function and their job responsibilities. I think it is about autonomy and giving
people the autonomy for creativity and the ability to take risks and allowing
mistakes every now then. We just don’t want the same mistakes all the time.
A second superintendent had this to say about focusing on personal effectiveness in her
organization:
Professional development helps. Knowledge is power. If you feel like you have
good background knowledge about something, then you feel less stress about an
issue or what needs to be accomplished.
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Lastly, a third superintendent shared some specific strategies she uses to promote
personal employee effectiveness within her organization:
Some of the more formalized things we have actually used is a well-being book as
a book study for our management team to send the message and to clearly
communicate that your well-being and who you are, as a person, is first and
foremost, most important to us. That is how we can contribute to you being better
at your job. We have a focus in our district on a commitment to supporting every
employee in being highly effective in their personal life and we do that through
the use of the book, The Seven Habits of Highly Effective People. Every
employee in our district is trained in the seven habits, we support that training and
make the investment to pay for it for them.
Dedicate time for individuals to connect with their team on common
commitments and goals. The third most common theme from the collected data for
maximizing employee potential was dedicating time for individuals to connect with their
team. This theme was found in five interviews, four observations, and four artifacts. The
total frequency count for dedicating time for individuals to connect with their team was
17. One superintendent had this to say about time dedicated for individuals to connect
with their team to maximize employee potential:
To promote employee potential making sure that they (individuals) have access to
each other because you know that there’s power in making sure people have time
with each other.
A second superintendent shared insights about how she dedicates time for team
connection on shared goals and commitments in her organization. She said,
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We frame each leadership meeting as a learning space so that we are using tools
to engage people that provide space for emotional safety that our leaders can then
take back to their respective spaces. We try to utilize strategies so that everything
that we do at leadership meeting should carry over for our leaders to go back and
use at their sites. This isn’t by chance that this happens. We have a tight
structure where we have essentially developed professional learning communities
of collaborative teams of leaders that we call squads. There is a squad leader who
oversees the team and supports the team with the necessary time for practice,
feedback, and consultation in a very ongoing fashion.
Recognize and utilize people’s strengths. Finally, recognizing and utilizing
people’s strengths was the last significant theme for maximizing employee potential.
Four interviews, one observation, and two artifacts made reference to this theme for an
overall frequency count of nine. In her interview, one superintendent had this to say
about how she recognizes and utilizes people’s strengths to maximize employee
potential:
I think it is important that you regularly talk to employees about what they
struggle with and what it is that they are really good at. You need to continue to
do it by saying things like, “You’re really good at building relationships with your
staff. How can you do this to build a better network with the business community
in your school area?” It is really using and focusing on their strengths to build up
their confidence and then couple that with self-reflection about some areas in
which you could be better.
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A second superintendent made reference to how she utilizes people’s strengths:
Have them go try something new and go and do something exciting. We want our
employees to constantly be innovative and creative and to do what is best for kids.
We want to motivate them and that’s what makes work meaningful is when
you’re not just doing the same thing every day, but you are given the opportunity
to do something exciting with your strengths.
Findings for Research Question 4: Valuing and Honoring Achievement
Valuing and honoring achievement is defined as praising, acknowledging,
recognizing, and appreciating positive accomplishments as an expression through
monetary and/or nonmonetary rewards, which may lead to increased job satisfaction
(Crowley, 2011; Dugas & Brun, 2008; Posamentier, 2008; Tessema, Ready, & Embaye,
2013). The thematic team along with UMass Global faculty collaboratively created the
interview protocol which included three interview questions which were posed to all
interview parcipants with regard to valuing and honoring achievement. The three
interview questions pertained directly to the fourth research question: How do exemplary
female superintendents lead from the heart to accomplish extraordinary results by valuing
and honoring achievement? Four themes were discovered for valuing and honoring
achievement, with a total frequency count of 99. Themes and resultant frequency counts
are displayed in Figure 7.
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Figure 7. Themes for valuing and honoring achievement.
The theme of utilizing public recognition, program duplication and award
nominations yielded the highest number of frequencies, with 40 total frequencies.
Personally, knowing and investing in people within the organization followed with 40
total frequencies. Knowing employees by name, valuing, and praising what they
contribute, and providing specific feedback yielded 26 frequencies. Next, being there for
an employee, knowing what is happening with them, and providing private support in a
time of need yielded 25 frequencies. Finally, encouragement through personal messages,
phone calls, text messages, emails, and handwritten notes produced 8 total frequencies.
Table 7 demonstrates the identified themes for valuing and honoring achievement with a
breakdown of themes by source and frequency.
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Table 7
Valuing and Honoring Achievement Themes
Theme

Public recognition,
program
duplication, and
award
nominations
Knowing
employees by
name, valuing,
and praising what
they contribute,
and providing
specific feedback
Being there for an
employee,
knowing what is
happening with
them, and
providing private
support in a time
of need
Encouragement
through personal
messages, phone
calls, text
messages, emails,
and handwritten
notes

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

8/26

6/6

8/8

22

40

7/17

4/4

5/5

16

26

8/23

2/2

0/0

10

25

4/8

0/0

0/0

4

8

Public recognition, program duplication, and award nominations. The theme
of public recognition, program duplication and award nominations had the highest
frequency count for valuing and honoring achievements. This approach was discussed in
eight interviews, six observations, and eight artifacts which produced an overall
frequency count of 40. During the interviews, one of the superintendents described how
she uses public recognition to value and honor achievement in her organization:
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I put recognitions and acknowledgements on the board agenda. Last year we
recognized and appreciated the board of education because it was governance
month. We do this with employees as well. Through our instructional services
department, we recognize different things that are going on at our schools based
on what is currently happening and highlight that at a board meeting as well. One
of the things that I did when I first come to the district was to make sure that we
applied for a regional award. I’ll never forget when I was told that we don’t do
that because we never win. Of course, I said, we never win because we never
apply. I’m happy to say that we have won every year at least once and last year
we won three times.
A second superintendent described how she publicly recognizes employee contributions
by nominating them for county and district awards and then highlighting those nominees
via social media:
We honor our own at the organizational level where we do submissions for those
and then we have an end of the year salute to excellence where we bring people
together and we honor our retirees, or teacher and classified employees of the
year, our volunteers, or PTA. We make sure that we get their pictures, and we
post them (on social media platforms) and the district website.
Finally, a third superintendent described how individuals who have built successful
programs have been honored by duplication of the program they have built within the
organization:
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Another way to show that their (employees) work is valued is to duplicate it. If
you think it’s really good that you ask others to duplicate it and then you point out
when their particular work is being copied.
One of the observations of a superintendent included in this study shows a video
recording of the superintendent honoring their district teachers of the year with a message
sharing the specific impact each teacher being honored has contributed to the mission and
vision of the district.
Knowing employees by name, valuing, and praising what they contribute,
and providing specific feedback. Based on frequency count, the second most common
theme for valuing and honoring achievements was knowing employees by name, valuing,
and praising what they contribute, and providing specific feedback. Seven interviews,
four observations, and five artifacts referred to this theme for an overall frequency count
of 26. One of the superintendents shared how she recognizes employees by names and
praises them for their contributions:
One of the gifts that I learned, when I was in my 30s is that I have great name
recognition. So, when I was a principal, I knew all 770 of my kids by name.
When I became the superintendent, my goal was to learn all of our employees by
name. So, now I know all of our employees by name so I can greet them. I feel
as though that shows that I value them. It makes it fun, and it makes it personal.
A second superintendent shared that she values and honors the achievements of
employees by praising what they contribute and providing specific feedback:
Providing challenge coins where employees are recognized by name for a specific
contribution. For example, a principal or assistant principal at a site would give a
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challenge coin to a teacher, a bus driver, or custodial staff and say, “Wow, you are
really fulfilling the mission (of the district) and you exemplify everything that is
great about our district. You’ve done excellent work and your specific program is
increasing the equity and opportunities for our students”. Then we recognize that
individual, by name, for their specific contribution on the district website for
fulfilling the mission of the school district.
Being there for an employee, knowing what is happening with them, and
providing private support in a time of need. The next most frequent theme or valuing
and honoring achievements was being there for an employee, knowing what is happening
with them, and providing private support in a time of need. Eight interviews, and two
observations referred to this theme for an overall frequency count of 25. One of the
superintendents had this to say about how they value and honor their employees by
knowing what is happening with them and being there with support:
We have had many employees who have lost homes and property and various
things during some (recent) fires. We had a family whose husband and wife were
both long time employees of ours whose property burned down. So, I worked
closely with them to privately provide the support they needed at that time. Those
are just the messages of care that when something big and serious is happening,
that you pick up the phone and call. They are deep personal connections that you
make with people because it’s not about the job. It’s totally about the relationship.
A second superintendent shared this story about being there for her employees during a
time of need and knowing their personal stories:
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I have a campus supervisor at a one of our school sites, whom I have a close
relationship with, who had just had surgery and asked her principal to call me to
let me know how she was doing after her surgery. This employee told her
principal that I would want to know how she was doing and that I would be very
worried about her. Which I was. I texted her and I called her to make sure to
check on how she was doing and show my love and care for her.
Encouragement through personal messages, phone calls, text messages, emails, and handwritten notes. Finally, providing encouragement through personal
messages, phone calls, text messages, emails and handwritten notes was the last theme
for valuing and honoring achievements. Four interviews referred to this theme for an
overall frequency count of eight. One superintendents illustrated how she values and
honors achievements and provides encouragement to her employees by saying,
You have to be out in the game. Not playing the game, but on the outside just
observing. So, I am at our school sites once a week and more if I can. When I’m
there I make sure that I have stopped by all of the different workstations or I
check in on the day custodian and I will walk by and I’ll say, “Your school looks
so clean and pristine! Thank you!” It is that personal specific feedback and
encouragement that shows them that you value them. I also send emails to people
when I can see that they are following the processes that we put in place. I just
acknowledge them with a thank and very specific feedback.
A second superintendent had this to say about how she values and honors achievements:
I send notes to people. After visiting schools, I’ll send notes to different
employees and thank them for all they are doing. I do send a lot of notes out.
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Lastly, a third superintendent shared that she values and honors achievements through a
lot of informal communications, revealing,
I do a lot of informal communication to show value. I show encouragement (to
employees) through messages, calls, texts and emails and things like that. I do a
lot of that.
Key Findings
To determine key findings, all interviews were transcribed, observations were
conducted, artifacts were collected and coded into themes. Based on the themes, 11 key
findings were identified from the data. These key findings demonstrate how exemplary
female superintendents lead from the heart by building a highly engaged team, connect
on a personal level, maximize employee potential, and value and honor achievement.
The key findings were selected from themes with a minimum frequency of 25, had
frequency counts from at least five of the eight participant interviews, and triangulated
with least two codes from artifacts or observations. Key findings along with their
corresponding frequency counts, and sources are included in Table 8.
The four areas of leading from the heart produced at least one key finding with
several areas producing multiple key findings. The key findings for the study are
outlined below:
Key Findings: Building a Highly Engaged Team
1. Helping people understand how their contribution aligns with the core value of
the organization was identified in eight interviews, 22 artifacts and observations
and yielded a total frequency count of 57.
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Table 8
Key Findings
Principle in
leading from
the heart

Key finding

Number of
interview
sources

Number of
observation
and artifact
sources

Total
frequencies

Building a
highly
engaged team

Help people understand how
their contribution aligns to the
core values of the organization

8

22

57

Personally know and invest in
the people in the organization

8

8

40

Provide clear communication
of organizational goals and
expectations

5

17

27

Communicate messages of care
and concern

8

2

36

Dedicate time for connection

8

10

34

Demonstrate authenticity and
share vulnerabilities

7

3

32

Transparent communication

8

10

25

Maximizing
employee
potential

Focus on personal employee
effectiveness in making a
difference in the organization

8

5

30

Valuing and
honoring
achievement

Public recognition, program
duplication, and award
nominations

8

14

40

Knowing employees by name,
valuing, and praising what they
contribute, and providing
specific feedback

7

9

26

Being there for an employee,
knowing what is happening
with them, and providing
private support in a time of
need.

8

2

25

Connecting on
a personal
level
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2. Personally, knowing and investing in the people in the organization was identified
in eight interviews, eight artifacts and observations and yielded a total frequency
count of 40.
3. Provide clear communication of organizational goals and expectations was
identified in five interviews, 17 artifacts and observations and yielded a total
frequency count of 27.
Key Findings: Connecting on a Personal Level
1. Communicate messages of care and concern was identified in eight interviews,
two artifacts and observations and yielded a total frequency count of 36.
2. Dedicate time for connection was identified in eight interviews, 10 artifacts and
observations and yielded a total frequency count of 34.
3. Demonstrate authenticity and share vulnerabilities was identified in seven
interviews, three artifacts and observations and yielded a total frequency count of
32.
4. Transparent communication was identified in eight interviews, 10 artifacts and
observations and yielded a total frequency count of 25.
Key Findings: Maximizing Employee Potential
1. Focus on personal employee effectiveness in making a difference in the
organization was identified in eight interviews, five artifacts and observations and
yielded a total frequency count of 30.
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Key Findings: Valuing and Honoring Achievement
1. Public recognition, program duplication, and award nominations was identified
in eight interviews, 14 artifacts and observations and yielded a total frequency
count of 40.
2. Knowing employees by name, valuing, and praising what they contribute, and
providing specific feedback was identified in seven interviews, nine artifacts and
observations and yielded a total frequency count of 26.
3. Being there for an employee, knowing what is happening with them, and
providing private support in a time of need was identified in eight interviews, two
artifacts and observations and yielded a total frequency count of 25.
Summary
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations. A summary of the collected data with a total of 32 data sources which
included eight interviews, 18 artifacts, and eight observations. A total of 510 theme
frequencies was determined for the four principles of leading from the heart. Eleven key
findings were identified out of a total of 18 themes. The final summary, including major
study findings, unusual findings, study conclusions, implications for further action,
recommendations for future research studies, and researcher closing remarks are included
in Chapter V.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
Overview
In this phenomenological study, the researcher explored and identified how
exemplary female superintendents in Orange, Riverside, San Bernardino, and San Diego
counties lead from the heart using the four principles of Mark C. Crowley’s (2011) work
by demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations. Continuously evolving global influences require leaders to effectively
navigate change. Leaders who successfully navigate change, build capacity in building
others. A compilation of data from interviews of study participants, observations, and
artifacts yielded 11 key findings. In this chapter, conclusions derived from the 11 key
findings are presented and discussed. A summary of the study, the purpose, research
questions, and key findings are also included in Chapter V. Finally, the end of the
chapter includes major findings, unexpected findings, conclusions, implications for
action, further research recommendations, and remarks and reflections to conclude the
study.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations.
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Research Questions
The following four research questions were addressed in this study:
1. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties build a highly engaged team?
2. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties connect on a personal level?
3. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties maximize employee potential?
4. How do exemplary female superintendents in Orange, Riverside, San Bernardino,
and San Diego counties value and honor achievement?
Research Methods and Data Collection Procedures
In this phenomenological study, interviews with eight exemplary female
superintendents who met the study criteria outlined in Chapter III were conducted with
the purpose of identifying how they use the four principles of leading from the heart,
based on the work of Mark C. Crowley (2011), to build a highly engaged team, connect
on a personal level, maximize employee potential, and value and honor achievement in
their organizations. The primary source of the data collected was through face-to-face
interviews via Zoom video platform. The interviews were conducted using a transcript of
12 interview questions derived from an interview script developed by the thematic team
(see Appendix D). The collected interview data were triangulated with data from 18
artifacts and eight observations.
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Population and Sample
Out of an approximate total of population of 280 female superintendents serving
in the State of California, the study population was narrowed down to a target population
of 50 female superintendents out of a total of 124 superintendents serving in Orange,
Riverside, San Bernardino, and San Diego counties. Based on specific study criteria as
outlined in Chapter III, a sample of eight female superintendents was identified for study
participation.
Major Findings
The purpose of this phenomenological study was to describe how exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations. The key findings were extrapolated from themes with a minimum
frequency of 25; had frequency counts from at least five of the eight participant
interviews; and triangulated with least two codes from artifacts or observations. Major
findings include the highest frequency findings with a standard of 30 combined
frequencies across all sources including interviews, observations, and artifacts. Major
findings are listed as they correspond to each of the four research questions. A more
detailed description of major study findings is described in the conclusions section of this
chapter.
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Building a Highly Engaged Team
1.

Helping people understand how their contribution aligns with the core value of
the organization was identified in eight interviews, eight artifacts and
observations and yielded a total frequency count of 40. Superintendents in this
study did this by encouraging face-to-face communication, embracing shared
decision making, providing encouragement and support, and investing in
individual growth so individuals can see how their contribution is part of the
bigger picture.

Connecting on a Personal Level
1. Communicate messages of care and concern was identified in eight interviews,
two artifacts and observations and yielded a total frequency count of 36. In this
study, superintendents discussed that the personal connections they have within
the organization make the work rewarding especially in times of need.
2. Dedicate time for connection was identified in eight interviews, 10 artifacts and
observations and yielded a total frequency count of 34. Study participants do this
by being out and visible in the organization and working side by side with
different organizational teams.
3. Demonstrate authenticity and share vulnerabilities was identified in seven
interviews, three artifacts and observations and yielded a total frequency count of
32. In this study, participants actively seek input from others regarding their
professional and personal lives. They also share their own strengths, weaknesses,
and vulnerabilities with others.
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Maximizing Employee Potential
1. Focus on personal employee effectiveness in making a difference in the
organization was identified in eight interviews, five artifacts and observations and
yielded a total frequency count of 30. In this study, superintendents did this by
knowing and supporting people’s personal stories and passions, celebrating small
and large accomplishments, dedicating time to relax and have fun together, and
promoting work-life balance.
Key Finding: Valuing and Honoring Achievement
1. Public recognition, program duplication, and award nominations was identified in
eight interviews, 14 artifacts and observations and yielded a total frequency count
of 40. The superintendents in this study do this through public recognition which
may include showcasing exemplary programs within their organization, award
nominations, commitment coins, and/or employee recognitions during various
meetings and community events.
Unexpected Findings
One of the unexpected findings in this study is how much fluidity and overlap
there was between the strategies the study participants used to build a highly engaged
team, connect on a personal level, maximize employee potential, and value and honor
achievement. The strategies each participant described fit in multiple categories or
themes consistent across several of the research questions. For example, for the first
leading from the heart principle, building a highly engaged team, the theme of personally
knowing and investing in the people in the organization was very similar to the theme
from the fourth study principle highlighted in Crowley’s (2011) work: the importance of
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knowing employees by name, valuing, and praising what they contribute, and providing
specific feedback for employee growth. This also emerged as a theme under the principle
of maximizing employee effectiveness with the theme of focusing on personal employee
effectiveness in making a difference in the organization.
Another unexpected finding was something that did not emerge as a key finding
based on a deeper analysis of the data surrounding the third research question,
maximizing employee potential. For example, despite a total frequency of 35, the theme
of creating a culture of trust by being a good listener and promoting psychological safety
was not deemed to be a key finding once the data were triangulated through observations
and artifacts to support significance. This was an unexpected finding given, it was the
most frequently cited response based solely on interview data. If there was a way to
triangulate the data by gathering input from stakeholders in the organization regarding the
degree to which they felt their superintendent listens an is approachable, the data may
have yielded different results.
It should also be noted that regardless of the educational range of superintendents
serving K-6 districts, K-8 districts, or unified school districts, the responses and strategies
utilized in leading from the heart were consistent across all four research questions.
There was no observable difference between the strategies superintendents serving in K-6
districts utilized as compared to those of either K-8 districts or unified district. This was
also an unexpected finding as one might think that the age range of students served may
have an impact on the strategies the superintendent utilizes in leading from the heart.
Finally, some of the themes were a challenge to triangulate based on the nature of
the theme. For example, emergent themes which were more personal and individualized
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by nature were difficult to triangulate. Themes that fell into this category came primarily
from research question four, valuing and honoring achievement. The specific elements
were being there for an employee, knowing what is happening with them, and providing
private support in a time of need and providing encouragement through personal
messages, phone calls, text messages, emails, and handwritten notes. Both themes
showed prominence in frequency as a result of the interviews. However, they were not
adequately supported by data triangulation.
Conclusions
The conclusions that follow are a result of the key findings from the research data
regarding how exemplary female superintendents lead from the heart, based on the four
principles of Mark C. Crowley’s (2011) work, demonstrating how they build a highly
engaged team, connect on a personal level, maximize employee potential, and value and
honor achievement within their organizations.
Conclusion 1: Building a Highly Engaged Team by Helping People Understand How
Their Contribution Aligns With Organizational Values
To achieve extraordinary results, female superintendents must support people
within their organization by helping them to understand how their contribution aligns to
the core values of the organization.
The superintendents in this study were thoughtful and strategic in setting teams up
for success throughout their school district. Seven out of the eight exemplary female
superintendents in this study provided evidence, such as soliciting and utilizing input
from individuals serving in different sectors within the organization, as to the value they
placed on helping staff members understand how their specific role and individual efforts
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aligned with the core values of the organization. Thus, a supportive work environment
built on success in achieving the core values is critical to achieving extraordinary results.
Employees must feel they are invested in the success of the organization and that their
performance at a high standard, which extends beyond the job requirements, is impacting
the success of the organization (Bakker & Schaufeli, 2008).
Conclusion 2: Building a Highly Engaged Team by Personally Knowing and
Investing in People
To achieve extraordinary results, it is essential for female superintendents to
personally know and invest in the people in their organizations.
In this study, all eight of the exemplary superintendents personally knew and
invested in the people within their organization. According to van Tuin et al. (2020),
engaging individuals in the co-creation and implementation of leadership practices
through a spirit of collaboration and continuous improvement is vital to employee
engagement. Superintendents in the study shared that they do this by encouraging faceto-face communication, embracing shared decision making, providing encouragement
and support, and investing in people’s growth. They also understand that they must build
time with their teams to have fun together and develop relationships centered around
shared goals and district core values in order for their stakeholders to feel supported in
their organization and believe that their contribution is part of something larger than
themself. Based on the key findings, female superintendents must support people within
their organization to understand how their contribution aligns to the core values of the
organization.
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Conclusion 3: Connecting on a Personal Level by Communicating Messages of Care
and Concern
If female superintendents wish to achieve extraordinary results, they must
communicate messages of care and concern to their leaders, teachers, and staff.
Exemplary female superintendents were aligned in their prioritization of
communicating messages of care and concern to those they serve within their
organizations, with all eight superintendents in the study indicating that this is a high
priority for them. According to Crowley (2011), “Leaders who make a personal
connection with employees inspire their highest achievement” (p. 79). During
interviews, the superintendents in this study emphasized how the personal connections
makes their work rewarding, especially during times they can be of support to their
employees.
Conclusion 4: Connecting on a Personal Level by Dedicating Time for Connection
If female superintendents wish to achieve extraordinary results, they must
dedicate time for personal interactions and connections with those they serve in their
organizations.
All eight of the female superintendents in this study carve out dedicated time for
connection. For example, seven out of eight participants stated that they demonstrate
authenticity by sharing personal stories with others and share their vulnerabilities.
According to Gallup (2019), managers are most successful when they know employees as
individuals, respect them, and create safe environments for employees to explore,
experiment, and share ideas and support each other with their work and personal
challenges. The participants in this study model the way by getting into the trenches,
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working side by side with different organizational teams and recognizing that humans
often learn and grow from failure.
Conclusion 5: Connecting on a Personal Level by Demonstrating Authenticity and
Sharing Vulnerabilities
If female superintendents wish to build a culture of care and concern, it is vitally
important that they demonstrate authenticity and share vulnerabilities.
All eight superintendents shared that they value transparent formal and informal
communication and seven out of eight participants indicated that they actively seek input
from others. Several of the superintendents shared that they use video messages,
newsletters, face-to-face interactions, letters, e-mails, notes, and personal phone calls to
provide transparency in their communication. Sinek (2009) stated, that when people
within the organization feel protected, the organization becomes great. In these
organizations, a strong culture fosters a sense of belonging and trust where people have a
sense that their bosses, colleagues, and the overall organization will support their needs
(Sinek, 2009). Thus, building a community of care and concern is a priority for
superintendents who lead from the heart.
Conclusion 6: Maximize Employee Potential by Focusing on Personal Effectiveness
of Each Employee in Making a Difference in the Organization
It is crucial for female superintendents to focus on promoting personal employee
effectiveness in making a difference within their organizations to achieve extraordinary
results.
In this study, all eight superintendents indicated that they promote personal
employee effectiveness in making a difference within their organization. According to
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Crowley (2011), “When leaders value themselves while also valuing others, they’re fully
able to create extraordinary results… their own lights glow brighter and brighter when
they help others to grow and achieve” (p. 100). The superintendents shared examples of
how they promote personal employee effectiveness by knowing and supporting people’s
personal stories and passions, celebrating small and large accomplishments, making time
to relax and laugh together, and promoting work-life balance. They also noted that they
provide professional and personal development opportunities through book studies,
coaching, and providing opportunities for advancement. According to Gallup (2019), the
best managers coach the employees they serve through successes and challenges while
motivating the employee to push beyond what they believe they can do. Thus, based on
the key findings from this study, exemplary female superintendents focus on promoting
personal employ effectiveness in making a difference within their organization.
Conclusion 7: Value and Honor Achievement Through Recognition
Female superintendents who lead from the heart must make a strong commitment
to recognizing and celebrating the successes of employees through public recognition
strategies, duplicating programs within the district, and nominating employees for
awards to achieve exemplary results.
Based on the key findings from this study, exemplary female superintendents
recognize employee success in a variety of ways. All eight superintendents in this study
shared that they recognize and celebrate the success of employees through public
recognition, highlighting program duplication and nominating employees for awards.
According to Mc Neff (2017), organizations who focus on developing skills in their
employees and regularly recognize employee’s achievements have higher levels of
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employee satisfaction. The superintendents indicated that they do this in a variety of
ways including: formal recognition programs such as district teacher or classified
employee of the year; individual and program recognitions at board meetings;
commitment coins for demonstrating commitment to the overall goals of the
organization; and highlighting effective programs or systems developed by employees
that are being duplicated across the district or county. Many of the study superintendents
shared how this type of recognition brings a celebration not only within the organization
but also with the families of those individuals being recognized.
In another key finding, seven out of eight of the superintendents stated that
knowing employees by name, valuing, and praising what they contribute, and providing
specific feedback was an important part of valuing and honoring achievement in their
organization. According to Pink (2009), it is most effective to use nontangible
recognitions such as praise, positive feedback, and specific feedback that is meaningful.
The female superintendents shared that they do this by intentional face-to-face
connection opportunities, encouragement through messages, personal calls, texts, and
emails. Overall, they emphasized that being out and present to interact with employees at
all levels of the organization was a priority for them.
In addition, all eight of the superintendents in this study shared that being there
for an employee, knowing what is happening with them personally, and providing private
support in a time of need was also an important part of valuing and honoring achievement
within their organization. According to research by Stocker et al. (2019), appreciation of
an employee was deemed significant as a protective resource during times of stress.
Appreciation in the form of praise and acknowledgement can serve as a future support
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when times are difficult, as has been the case during the pandemic. Each of the eight
superintendents shared a personal story of how they have provided an expression of care
for an employee, with many examples arising during Covid. All of the stories they
shared touched on the fact that these superintendents truly value the uniqueness of
individuals and their contributions in their organization. By providing support in a time
of need, they felt they could give back to the employee and let them know what a vital
and important part of the organization they are through service and support. One of the
superintendents summarized it best by saying, “They are deep personal connections that
you make with people because it’s not about the job. It’s totally about the relationship.”
Thus, based on the data from the research, valuing and honoring achievement was found
to be one of the best ways to foster and recognize contributions through relationships.
Implications for Action
This research provided insights into the lived experiences of eight exemplary
female superintendents in Orange, Riverside, San Bernardino, and San Diego counties
lead from the heart using the four principles of Mark C. Crowley’s (2011) work, by
demonstrating how they build a highly engaged team, connect on a personal level,
maximize employee potential, and value and honor achievement within their
organizations. The findings in this study, coupled with the findings of the thematic team
studying their own populations will provide a deeper understanding of how exemplary
leaders in their field lead from the heart. This study, with the focus on exemplary female
superintendents from four counties in Southern California, provides a deeper
understanding of the specific approaches and strategies they use in leading a public
school district to achieve exemplary results.
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The following implications, based on outcomes from this study, provide strategies
and actions to strengthen the leadership skills of individuals and teams by describing
what these exemplary female superintendents do within their organizations to lead from
the heart to achieve extraordinary results.
Implication 1: Use of Heart-Based Leadership Practices within a District
The results of this study should be used by female superintendents to inform their
practice in heart-based leadership strategies to support employees within their
organization to achieve extraordinary results. The findings from this study can also
inform other district leaders on best practices for supporting individuals in their
organization by leading from the heart.
Implication 2: Administrator Preparation Programs
University administrative preparation programs can also benefit from using the
results of this study to train aspiring administrators in best practices for heart-based
leadership. Proven strategies and techniques included in this study will support aspiring
school leaders in gaining confidence and effectiveness as a leader.
Implication 3: Presentation at Conferences for Women in Leadership
Study results should be shared at state-wide and national professional leadership
conferences such as ACSA (Association of California School Administrators) and AASA
(American Association of School Administrators). Results should also be shared more
locally at regional conferences, specific to the needs of women leaders in education, such
as WEL (Women in Educational Leadership) in Southern California.
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Implication 4: Superintendent Search and Recruitment Firms
When a district is searching for a new superintendent, and is looking to recruit
exemplary candidates, the results from this study should be considered for recruitment.
The findings from this study serve to inform the strategies and characteristics
superintendents must exemplify in leading from the heart. This information will assist
the board and recruitment team in identifying the qualities and characteristics of
prospective applicants that are most likely to support the success of the district with the
characteristics the district is looking for.
Implication 5: Leadership Development
The results of this study should encourage women to come together as a team of
professionals to share strategies, provide support to each other, prioritize relationships,
discuss work and life balance, and network together in best practices for heart-based
leadership within their organizations. Female superintendents should also encourage
leaders within their districts to participate in professional learning collaboratives centered
around heart-based leadership practices to achieve extraordinary results within their
organizations.
Implication 6: Locating and Utilizing Funding for Resources and Supports
The findings from this study should be used by female superintendents to
advocate for funding (or sponsorships) to expand celebratory events, recognitions,
employee emotional supports, and other needed connection-based programs within their
organization. Additional funding would expand heart-based leadership practices and
strategies determined to be effective as described in this study.
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Recommendations for Further Research
This phenomenological study described how exemplary female superintendents in
Orange, Riverside, San Bernardino, and San Diego counties lead from the heart using the
four principles of Mark C. Crowley’s (2011) work, by demonstrating how they build a
highly engaged team, connect on a personal level, maximize employee potential, and
value and honor achievement within their organizations. Study findings reveal the heartbased leadership strategies and techniques exemplary female superintendents use to
achieve extraordinary results within their organization by prioritizing relationships and
understanding that an individual’s work is only a portion of an individual’s overall life
satisfaction. To achieve exemplary results, the superintendents in this study support work
and life balance and an overall healthy life both at work and outside of work. The
following recommendations by the researcher for further study have been made based on
the results:
1.

A research study using the same methodology should be used to study and
describe how exemplary male superintendents in the four counties in Southern
California lead from the heart. A comparison of approaches, strategies, and
techniques between male and female superintendents could be done.

2. A research study using the methodology of this study should be completed with
female superintendents across the United States to broaden the scope of the work.
A comparison of regional results with national results should be completed to
determine similarities and differences in strategies, approaches, and techniques.
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3. Using the methodology from this study, conduct mixed method research to
include superintendent interviews in conjunction with an assessment of Emotional
Intelligence (EI) to determine how EI may influence practice.
4. The thematic team of researchers should do a meta-analysis of the collected data
from each of the populations included in the lead from the heart dissertations to
recommend overarching heart-based strategies future leaders from all industries
can use to achieve extraordinary results.
5. A research study using the same methodology from this study should be
conducted at a time outside of the constraints of the global pandemic when
superintendents have additional time and are not constantly fluctuating district
practices based on public health mandates.
Concluding Remarks and Reflections
To conclude a study, a researcher has the option to share concluding remarks and
reflections on the research process. As I look back on my journey, I am both humbled
and strengthened by the care, compassion, resolve, and grit of the female superintendents
who participated. They carry a heavy workload, are all deeply committed to the mission
and vision of their organizations, and truly love, care, and support those that they serve.
During this process, they shared that while leading during the global pandemic has been
unlike any leadership journey they could have ever imagined, it has brought them closer
to members of their team and has emphasized how much relationships and being there for
people matter. Their passion, commitment, and desire to serve all within their
community was paramount and evident in all their actions.
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By going through this process, I learned that first and foremost, we need each
other. Regardless of an individual’s position within an organization, their contribution
matters deeply to overall outcomes of the larger team, and they need to know and feel
their inherent value. The superintendents who participated were humble and reflective in
their practice and prioritized relationships above all else. I can only imagine the time and
demands they are under, but they make the time for what is truly important in serving
others which is taking the time for the relationships, especially in challenging times. That
is what heart-based leadership is all about.
I have learned about how female superintendents lead from the heart to achieve
extraordinary results, and I have had the opportunity to reflect on my own professional
practices as well. As a result, I have been ordering and reading books they mentioned,
researching staff development programs they recommended, and seeking to continue to
learn and grow from their expertise. The superintendents in this study are all life-long
learners who displayed their ability to be reflective in their practice, seek input from
others, and continue to look for opportunities to learn and grow in their leadership. This
is the heart-based leader I aspire to be, and I thank them for the modeling and for forging
the path for others to follow.
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APPENDIX B
Invitation to Participate
Dear ___________,
My name is Jeanine Wulfenstein and I’m currently a doctoral candidate at the
University of Massachusetts – Global, Irvine campus enrolled in the School of Education.
As part of a thematic team of 13 other researchers, I am currently seeking the input of
exemplary female superintendents in Orange, Riverside, San Bernardino, and San Diego
counties. Please accept this letter as an invitation for participation in this research study.
The purpose of the study is to describe how exemplary female superintendents in
Orange, Riverside, San Bernardino, and San Diego counties lead from the heart to
accomplish results within their organization. Mark Crowley heart-based leadership
principles serve as the framework for this study.
Should you choose to participate in the study, you will receive an invitation for a
one-on-one Zoom video conference interview, based on the needs of your schedule. The
interview will take approximately 60 minutes to complete and will be just the two of us.
During the interview, you will be asked 12 questions, provided for review ahead of time,
which are designed to share your experiences as an exemplary superintendent. The
answers you provide will inform each of the four principles of Crowley’s work in leading
from the heart which include, building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements. The
interview will be recorded for the purpose of audio transcription and will remain
confidential with the recording only accessed by me.
With regard to risks, inconveniences, and discomforts, there are no major risks to
your participation in this research study. The interview will be set for a time and place
that is most convenient for you.
While there are no significant individual benefits of study participation, your
contributions will contribute to the body of knowledge for how exemplary female
superintendents utilize and practice heart-based leadership. Your contribution to this
research has the potential to inform future female educational leaders seeking or serving
in the position of superintendent. At the conclusion of the study, you will have the
opportunity to read the findings and conclusions. The insights gained from all of the
superintendents who participate in the study will collectively support effective heartbased practices for future female leaders.
Anonymity is crucial to the success of the study. If you agree to participate, all
contents shared will remain confidential. Your name will not be used nor associated with
any notes, interview transcripts or observations. All information will remain locked in a
file cabinet, or password locked on the researcher’s personal computer, and only
accessible to the researcher. The interview or other data collected through the research
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will not be accessible to any employer. At any time during the interview, or during the
study, you are free to discontinue or withdraw. Feel free during the interview to ask
questions or ask for clarification regarding the process and how it may impact you.
Should any questions or concerns arise, feel free to contact the principal investigator,
Jeanine Wulfenstein at jwulfens@mail.umassglobal.edu or by phone at (949) 232-9983.
In addition, if you have any questions, comments or concerns about the study or your
rights as a participant, you may contact the Office of the Vice Chancellor of Academic
Affairs, UMass Global, at 16355 Laguna Canyon Road, Irvine, CA 92618, (949) 3417641 via mail or phone or the dissertation chair, Dr. Patricia White
pwhite@umassglobal.edu.
I appreciate your consideration for participation in this study.
Sincerely,

Jeanine Wulfenstein
Doctoral Candidate, Ed.D.

192

APPENDIX C
Email Confirmation for Participants
Dear __________,
I appreciate your willingness to participate in the lead from the heart study. It was a
pleasure speaking with you. Attached to this email please find the:
1.
2.
3.
4.

Participation invitation
Interview questions and definitions of the four study principles
Informed consent and audio recording release form
Participant’s bill of rights

I am looking forward to our meeting via Zoom on ________ at _________. The link to
the Zoom video conference is ________ and will also be embedded in the shared
calendar invitation. Please don’t hesitate to contact me if you have questions, need
clarification, or have difficulty accessing the Zoom link.
Sincerely,
Jeanine Wulfenstein
Doctoral Candidate, UMass Global
jwulfens@mail.umassglobal.edu
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APPENDIX D
Lead from the Heart Thematic Interview Protocol Template
Heart Thematic Interview Script
I would like to start by thanking you for sharing your valuable experiences with me. I
know your time is precious and I appreciate your willingness to participate in this
interview. Making this personal connection with you will be of great benefit to my
research and I truly appreciate your contribution to this study.
My name is Jeanine Wulfenstein and I am an Assistant Principal in the Temecula Valley
Unified School District. I am a doctoral candidate at University of Massachusetts Global
in the area of Organizational Leadership. I’m a part of a team conducting research to
describe how exemplary leaders lead from the heart using Mark Crowley’s four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their organizations.
Our team is conducting 112 interviews with leaders like yourself. Our hope is that the
information we gather will provide a clear picture of what exemplary leaders do to lead
their organizations through the use of Crowley’s four principles and our work will add to
the body of research currently available.
Informed Consent (START RECORDING to obtain verbal consent)
Prior to this interview you received information concerning the purpose of the research, a
copy of the interview questions, University of Massachusetts Global University’s
Participant’s Bill of Rights, and the Informed Consent form. After reviewing the
protocols, you were offered an opportunity to ask questions concerning the research and
the consent process. At that time, you provided verbal consent to be a participant in the
interview. For purposes of verifying your consent would you again provide a verbal yes
as to your consent that will be included in the recording of this interview. Thank you.
I will now begin the interview. When our interview is complete, I will stop the recording
and conclude our interview session. After your interview is transcribed, you will receive
a copy of the complete transcripts to ensure I have accurately captured your thoughts and
ideas. Following your review and approval of the transcription, the data will be analyzed
along with the data I have collected from the other respondents.
I would like to remind you that any information that is obtained in connection to this
study will remain confidential. I will be looking for themes that are present across all of
the interviews. In reporting out the data, I will refer to respondents by pseudonyms and
not by name, work location, or employer. The digital recording will be erased three years
after the publication of the dissertation in accordance to the strict guidelines set forth by
the University of Massachusetts Global Institutional Review Board whose major function
is to protect respondents.
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Please remember that anytime during this process you have the right to stop the
interview. If you do not understand the questions being asked, please do not hesitate to
ask for clarification. Is there anything I can clarify before we begin?
Okay, let’s get started, and again, thanks so much for your time.
Interview
Before we begin our interview questions, I want to review the purpose of this study
and the four research questions that will be the focus of our interview today.
Purpose Statement:
The purpose of this phenomenological study was to describe how exemplary leaders
(superintendents, principals, city managers, police chiefs, corporate leaders, military
leaders, etc.) lead from the heart using Mark Crowley’s four principles (building a
highly engaged team, connecting on a personal level, maximizing employee potential
and valuing and honoring achievements) to accomplish extraordinary results in their
organizations.
Research Questions:
1. How do exemplary leaders lead from the heart to accomplish extraordinary results
by building a highly engaged team?
2. How do exemplary leaders lead from the heart to accomplish extraordinary results
by connecting on a personal level?
3. How do exemplary leaders lead from the heart to accomplish extraordinary results
by maximizing employee potential?
4. How do exemplary leaders lead from the heart to accomplish extraordinary results
by valuing and honoring achievement?
The interview questions will be preceded by a definition of the Crowley principle that is
connected to those questions. The first principle is found in research question one,
Building a Highly Engaged Team.
Definition:
Building a highly engaged team is using strategies that help people become
enthusiastically invested in and dedicated to work they believe is
significant, meaningful, and challenging, where relationships are built on emotional
connection and shared vision, and where values and commitment are based on personal
strengths and interests aligned with organizational goals (Crowley, 2011; George &
Stevenson, 1988; Rees, Alfes & Gatenby, 2013; Senge, Lichtenstein & Kaeufer, 2007).
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Interview Questions:
1. How do you develop a team that is dedicated to their collective work?
Probe: Please share a time when you supported one of your teams that was having
difficulty.
2.

How do you make work meaningful for your team?
Probe: Please share an example?

3.

How do you develop relationships on your team that are built on emotional
connections?
Probe: How did the development of relationships lead to a shared vision?

We now move to our second principle from research question #2, Connecting on a
Personal Level.
Definition:
Connecting on a personal level is seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love (Brown, 2015; Crowley, 2011; Hayward, 2015; Maxwell, 2010).
Interview Questions:
4.

How do you communicate authentically with members in your organization?
Probe: Please share a time when this was important to the organizations’ success.

5.

Please describe how your humility helps you in your work. Probe: How has this
developed personal connections with employees?

6.

How do you show concern and love for your employees? Probe: Please share an
example of how this made a difference in the performance of your employees.

Our third principle from research question #3 is Maximizing Employee Potential.
Definition:
Maximizing employee potential is igniting emotional drivers by promoting human wellbeing while proactively strengthening, teaching, and building people toward high
achievement (Crowley, 2011; Burnett & Lisk, 2019).
Interview Questions:
7. How do you promote emotional well-being in your organization?
Probe: Please share a time when you experienced the benefits of promoting
emotional well-being in your organization.
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8. How do you create an environment that motivates staff members to high levels of
achievement? Probe: Please provide a specific example.
9. How do you strengthen and build employees in a way that supports high
achievement?
Probe: Please share a story of the specific strategy that you used that led to high
achievement.
Our fourth principle found in research question #4 is Valuing and Honoring
Achievements.
Definition:
Valuing and honoring achievements is praising, acknowledging, recognizing, and
appreciating positive accomplishments as an expression of care through monetary and/or
nonmonetary rewards, which may lead to increased job satisfaction (Dugas & Brun,
2008; Tessema, Ready & Embaye, 2013; Posamentier, 2008; Crowley, 2011).
Interview Questions:
10. Valuing and Honoring Achievements is important to inspiring employees to a
higher level of satisfaction. How do you acknowledge employees’ achievements
at work?
Probe: Can you elaborate on how you recognize their achievements?
11. How do you ensure that your employees see that their work is valued?
Probe: Describe specific non-monetary and/or monetary practices that you use for
this purpose.
12. Can you share an example of when you provide an expression of care for an
employee?
Probe: Please tell me a little more about that.
This concludes the interview questions. I would like to again thank you very much for your
time. If you would like, when the results of our research are known, we will send you a
copy of our findings.
General Probes:
May be used during the interview when you want to get more information and/or expend
the conversation with them. These are not questions you share with the interviewee. It is
best to be very familiar with them and use in a conversational way when appropriate to
extend their answers.
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1.
2.
3.
4.
5.
6.
7.

“What did you mean by…..?”
“Do you have more to add…..?”
“Would you expand upon that a bit….?”
“Why do you think that was the case?”
“Could you please tell me more about…..?”
“Can you give me an example of…..?”
“How did you feel about that?”
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APPENDIX E
Field-Test Participants Feedback Questions
While conducting the interview you should take notes of their clarification request or
comments about not being clear about the question. After you complete the interview ask
your field test interviewee the following clarifying questions. Try not to make it
another interview; just have a friendly conversation. Either script or record their
feedback so you can compare with the other two members of your team to develop your
feedback report on how to improve the interview questions.
Before the brief post interview discussion, give the interviewee a copy of the interview
protocol. If their answers imply that some kind of improvement is necessary, follow up for
specificity.
1. How did you feel about the interview? Do you think you had ample opportunities
to describe what you do as a leader when working with your team or staff?
2. Did you feel the amount of time for the interview was ok?
3. Were the questions by and large clear or were there places where you were
uncertain what was being asked? If the interview indicates some uncertainty, be
sure to find out where in the interview it occurred.
4. Can you recall any words or terms being asked about during the interview that
were confusing?
5. And finally, did I appear comfortable during the interview… (I’m pretty new at
this)?
Remember, the key is to use common, conversational language and very user friendly
approach. Put that EI to workJ
NOTE: Red font is for your eyes and support info only

199

APPENDIX F
Interview Feedback Reflection Questions

Conducting interviews is a learned skill set/experience. Gaining valuable
insight about your interview skills and affect with the interview will support
your data gathering when interviewing the actual participants. As the
researcher you should reflect on the questions below after completing the
interview. You should also discuss the following reflection questions with
your ‘observer’ after completing the interview field test. The questions are
written from your prospective as the interviewer. However, you can
verbalize your thoughts with the observer and they can add valuable insight
from their observation.
1. How long did the interview take? _____ Did the time seem to be
appropriate?
2. How did you feel during the interview? Comfortable? Nervous?
3. Going into it, did you feel prepared to conduct the interview? Is there
something you could have done to be better prepared?
4. What parts of the interview went the most smoothly and why do you
think that was the case?
5. What parts of the interview seemed to struggle and why do you think
that was the case?
6. If you were to change any part of the interview, what would that part
be and how would you change it?
7. What suggestions do you have for improving the overall process?
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APPENDIX G
Interview Field Test Observer Reflection Questions
Thank you for observing the field test used to validate the interview questions for
this multiple case study. As a valuable participant, your answers to the following
questions will be used to make necessary adjustments to the Leadership Competency
Protocol, the interview questions, and the interview process.
1. How long did it take to conduct the interview? Do you believe this time was
appropriate or should be adjusted?
2. What were your personnel feelings while giving the interview? At what times did you
feel comfortable, nervous, or confused?
3. How would you improve the clarity of the interview instructions, and how could the
Leadership Competency Protocol be improved so both the interviewer and the
interviewee are better prepared?
4. At what times during the interview, did you believe the process to run effectively. At
what times during the interview, do you believe there were problems?
5. Do you have any suggestions on how to improve the questions, the process, or the
overall experience?
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APPENDIX H
University of Massachusetts Institutional Review Board Approval
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APPENDIX I
Informed Consent and Audio Recording Release
INFORMATION ABOUT: How Exemplary Female Superintendents in Orange,
Riverside, San Bernardino, and San Diego counties in Southern California Lead from the
Heart.
RESPONSIBLE INVESTIGATOR: Jeanine Wulfenstein
PURPOSE OF STUDY: You are being invited to participate in a research study
conducted by Jeanine Wulfenstein, a doctoral candidate from the School of Education at
UMASS GLOBAL. The purpose of the study is to describe how exemplary female
superintendents in Orange, Riverside, San Bernardino, and San Diego counties in
Southern California lead from the heart. The framework of my study is Mark Crowley’s
Lead from the Heart principles.
Your participation in this study is voluntary and will include an interview with the
identified student investigator. The one-to-one interview will take approximately 60
minutes to complete, via Zoom and will be scheduled at a date and time of your
convenience. The interview questions will pertain to your perceptions and your responses
will be confidential. Each participant will have an identifying code and names will not be
used in data analysis. The results of this study will be used for scholarly purposes only.
I understand that:
a) The researcher will protect my confidentiality by keeping the identifying codes
and research materials safe-guarded in a locked file drawer or password protected
digital file to which the researcher will have sole access.
b) My participation in this research study is voluntary. I may decide not to
participate in the study and I can withdraw at any time. I can also decide not to
answer particular questions during the interview if I so choose. Also, the
Investigator may stop the study at any time.
c) I understand that the interview will be audio recorded. The recordings will be
available only to the researcher and the professional transcriptionist. The audio
recordings will be used to capture the interview dialogue and to ensure the
accuracy of the information collected during the interview. All information will
be identifier-redacted and my confidentiality will be maintained. Upon
completion of the study all recordings, transcripts and notes taken by the
researcher and transcriptionist from the interview will be destroyed.
d) If you have any questions or concerns about the research, feel free to contact
Jeanine Wulfenstein at jwulfens@mail.umassglobal.edu or by phone (949) 2329983.
e) No information that identifies me will be released without my separate consent
and all identifiable information will be protected to the limits allowed by law. If
the study design or the use of the data is to be changed, I will be so informed and
consent re-obtained. There are minimal risks associated with participating in this
research.
f) If I have any questions, comments, or concerns about the study or the informed
consent process, I may write or call the Office of the Vice Chancellor of
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Academic Affairs, UMass Global, at 16355 Laguna Canyon Rd, Irvine, CA
92618, (949) 341-7641 or contact the dissertation chair, Dr, Patricia White, Ed.D.
at pwhite@umassglobal.edu.
I acknowledge that I have received a copy of this form and the “Research Participant’s
Bill of Rights.” I have read the above and understand it and hereby consent to the
procedure(s) set forth.
Date:
Signature of Participant or Responsible Party
Date:
Signature of Principal Investigator
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APPENDIX J
Research Participants Bill of Rights

UMASS GLOBAL UNIVERSITY INSTITUTIONAL REVIEW BOARD
Research Participant’s Bill of Rights
Any person who is requested to consent to participate as a subject in an experiment,
or who is requested to consent on behalf of another, has the following rights:
1.

To be told what the study is attempting to discover.

2.

To be told what will happen in the study and whether any of the procedures,
drugs or devices are different from what would be used in standard practice.

3. To be told about the risks, side effects or discomforts of the things that may
happen to him/her.
4. To be told if he/she can expect any benefit from participating and, if so, what the
benefits might be.
5. To be told what other choices he/she has and how they may be better or worse
than being in the study.
6.

To be allowed to ask any questions concerning the study both before agreeing to
be involved and during the course of the study.

7.

To be told what sort of medical treatment is available if any complications arise.

8.

To refuse to participate at all before or after the study is started without any
adverse effects.

9.

To receive a copy of the signed and dated consent form.

10. To be free of pressures when considering whether he/she wishes to agree to
be in the study.
If at any time you have questions regarding a research study, you should ask
the researchers to answer them.
You also may contact the UMASS GLOBAL
Institutional Review Board, which is concerned with the protection of volunteers
in research projects. The UMass Global Institutional Review Board may be
contacted either by telephoning the Office of Academic Affairs at (949) 341-9937 or
by writing to the Vice Chancellor of Academic Affairs, UMASS GLOBAL, 16355 Laguna
Canyon Road, Irvine, CA, 92618.
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